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ANALYSIS OF PERSONNEL IMPROVEMENT PLAN OF THE 
DEPARTMENT OF STATE 


I. Directive To Improve THE PERSONNEL PROGRAM OF THE 
DEPARTMENT OF STATE AND THE UNIFIED FOREIGN SERVICE OF 
THE UNITED STATES 


A. GENERAL EXPLANATION 


This is a directive to improve the personnel systems and personnel 
management of the departmental and foreign services. The course 
of action outlined below stems from the findings and recommenda- 
tions of the Secretary’s Advisory Committee on Personnel. This 
course of action is designed to improve personnel management pri- 
marily by administrative adjustments. It is consistent with the 
objectives advocated by the Advisory Committee but does not at this 
time go as far as the program recommended by the Committee. 


B. PRINCIPAL OBJECTIVES AND BASIC APPROACH 


The principal objectives of this directive are to— 

1. Obtain, develop, and maintain an experienced and versatile 
career service capable of meeting the present and future needs of 
the Department and the Foreign Service of the United States in 
the conduct of foreign affairs and to provide means for quickly 
supplementing this staff whenever conditions require temporary 
or permanent expansion of personnel. 

2. Make maximum use of the skills and abilities of depart- 
mental and Foreign Service personnel and broaden the range of 
their usefulness through training and developmental programs. 

3. Eliminate inequities in the treatment of certain categories 
of Foreign Service employees. 

4. Increase through voluntary means the flexible use of do- 
mestic and Foreign Service personnel interchangeably between 
overseas and domestic assignments, including a greater inter- 
change with other Government agencies concerned with forei 
affairs and increased utilization in the Foreign Service of dual: 
fied persons not now in the Government by means of lateral 
appointment, to the Foreign Service Reserve. 

5. Establish and maintain uniformly high standards in all 
phases of personnel management. 

These objectives should be accomplished basically by administrative 
adjustments under the present Foreign Service Act of 1946 and in the 
departmental personnel system, supplemented by legislative measures. 
The administration of the Foreign Service Act of 1946 should be 
adjusted so as to supply a substantially increased number of trained 
and experienced officers for present and future needs of the Govern- 
ment in the conduct of foreign affairs. Concurrently, the administra- 
tion of the departmental personnel system should give particular em- 
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phasis to developing a larger staff of persons willing and qualified to 
serve at home and abroad. 

Achievement of these objectives will provide an informed basis for 
possible further integration in the future of the departmental and 
foreign services under an improved personnel career system and for 
utilizing this system for staffing additional civilian overseas activities 
of the United States Government. 


C. ASSIGNMENT OF RESPONSIBILITY 


The Director of Personnel is hereby authorized and directed to 
develop and recommend to the Deputy Under Secretary for Adminis- 
tration implementing instructions and drafts of legislation and to take 
such other action within established delegations of authority as is 
necessary to accomplish the action steps outlined below. Policy and 


procedural changes affecting the Foreign Service will be submitted to 
the Board of the Foreign Service. 


D. SPECIFIC IMPROVEMENT STEPS 


The steps set forth below should be taken without delay to improve 


and strengthen the personnel management of the departmental and 
foreign services. 


1. Estimate of personnel requirements 


Subject to the limitations imposed by a state of national emergency 
of indefinite duration, the types, levels, and numbers of personnel that 
will be required by the Department of State and the unified Foreign 
Service of the United States for the conduct of foreign affairs of the 
Government should be estimated for each of the next 5 years and for 
a longer period if practicable. This estimate should be used as a 
general guide in developing both short- and long-range programs for 
recruitment, training, promotion, and assignment of departmental and 
Foreign Service personnel. 


2. Exchange program 


The scope of the present exchange program should be stepped up for 
an indefinite period with particular reference to: (1) the inclusion on a 
voluntary basis of departmental employees occupying positions in 
which overseas experience is essential or desirable and, (2) the inclu- 
sion on a voluntary basis of employees of other agencies in numbers 
adequate to meet the needs of such agencies. As a consequence, there 
should be an increase in the number of assignments of Foreign Service 
personnel to the Department and to other agencies. 

The performance records of participants in this program should 


adequately recognize the added experience acquired by all such 
officers. 


8. Recruitment 


More vigorous and far-reaching recruitment efforts should be under- 
taken both for the departmental and foreign services, using as a basis 
the projection of personnel needs referred to in item A. In recruiting 
persons for positions in the Department for which dual service at home 
and abroad is desirable, efforts should be made to employ persons who 
are qualified and willing to serve abroad. 
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Departmental and Foreign Service recruitment activities should be 
closely coordinated and to the extent possible recruitment standards 
should be devised for types of work common to the two services. 


4. Separation of unfit employees 
_ Departmental and Foreign Service employees whose records clearly 
indicate that, after an adequate opportunity, they are incapable of 


meeting performance requirements should be separated. Full use 
should be made of the probationary period in this connection. 


5. Additional improvements in Foreign Service personnel management 


(a) Complexion and use of personnel categories —Appointments to 
the Foreign Service and subsequent assignments and use of personnel 
should be made in accordance with the following: 

The Foreign Service Staff category should be sharply reorganized 
in line with the intent of the Foreign Service Act of 1946 and in 
accordance with the recommendations of the Advisory Committee 
concerning the functions of a clerical and technical branch. As a 
consequence the Staff category should be used primarily to perform 
technical, technical-administrative, clerical, and other closely related 
functions. Both permanent and temporary appointments may be 
made to the Staff category as the needs of the Service require. 

The Foreign Service Reserve category should be sharply redefined 
so that it is in fact the temporary-appointment vehicle for supple- 
menting the Foreign Service officer category. In this connection 
the Foreign Service Act of 1946 should be amended to extend the 
period of service of a Reserve officer from 4 to 5 years. The Reserve 
category should be used to perform work which the Foreign Service 
officer category is insufficiently staffed to handle; to carry out special 
projects or programs of a temporary or emergency nature; to help 
in the initial staffing of new or expanded programs of a continuing 
nature; for the present exchange program; and as a means of enabling 
other agencies to temporarily assign personnel to the Service under a 
positive interagency exchange program to be worked out with those 
agencies. Concurrently, the Reserve category should not be used 
to staff activities normally performed by the Foreign Service Staff 
category. 

In keeping with the Foreign Service Act of 1946, the Foreign Service 
officer category should be built to the strength necessary and used as 
the vehicle for staffing those executive and professional functions of a 
continuing nature which the Advisory Committee recommended be 
staffed by a Foreign Affairs officer branch. 

(6) Expansion of the Foreign Service officer category—The appoint- 
ment of class 6 Foreign Service officers should be substantially 
increased to support the larger corps of Foreign Service officers. 

Lateral entry into the Foreign Service officer category should be 
substantially increased in accord with the provisions of section 517 
of the Foreign Service Act of 1946 but by the following liberalized 
measures: 

(1) The present percentage limitations on the number of 
vacancies that can be filled by lateral entry should be removed 
for the next 3 years. (The number of vacancies to be estab- 
lished should take into account such additional needs for Forei 
Service officers as may be required by the Government generally 
and for which the requisite funds can be secured.) 
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(2) Positive efforts should be made to induce qualified depart- 
mental and Foreign Service Reserve and Staff personnel to 
compete for appointment under section 517. 

(3) For each person appointed as a Foreign Service officer 
under section 517, a corresponding increase should be made in 
the authorized strength of the category so as to assure 
maintenance of adequate promotional opportunities for Foreign 
Service officers presently employed. 

(4) Candidates appointed as Foreign Service officers under 
these provisions should meet a standard with respect to experi- 
ence, performance, and other evidences of qualifications which, 
in the aggregate, is comparable to the average of the Foreign 
Service officer class to which appointment is made. 

(5) Section 413 (b) of the Foreign Service Act of 1946 should 
be amended to permit persons appointed as Foreign Service 
officers to receive salary at any one of the rates provided for the 
class to which they are appointed. 

(c) Curtailment of Staff officer appointments—There should be a 
eeanes curtailment in the appointment of permanent Foreign Service 

taff officers for work which should be performed by Foreign Service 
officers or Foreign Service Reserve officers. This should be accom- 
plished as rapidly as the other categories can be expanded to meet 
normal replacement needs; but without prejudicing compelling or 
emergency requirements for staffing expanded program activities of a 
continuing nature. 

(d) Examination and selection.—<Assure that the methods of exami- 
nation and selection of personnel for all levels and all categories are 
consistent with the needs of the Department and the unified Foreign 
Service. In filling positions in labor, iculture, and commercial 
categories, the qualifications standards to be applied will be developed 
in consultation with the member agencies of competence. 

(e) Assignment.—Improved methods should be devised for the 
assignment, development, and utilization of personnel, including 
provisions for more realistic post complements and, to the extent 
practicable, elimination of excessively short tours of duty at any post. 

As soon as additional qualified staff are available, emia ae 
should be made of Foreign Service personnel in staffing special missions 
and programs in the foreign-affairs field and delegations to inter- 
national organizations. 

(f) Training.—Present training programs and efforts should be 
maintained and expanded if possible, with particular reference to such 
fields as international security, psychological warfare, civil affairs, 
and intelligence. 

Increased emphasis should be placed on a positive program of 
executive development. 

(g) Promotion.—The present promotion system, based on regular 
an systematic evaluation of employee qualifications, should be con- 
tinued and strengthened. Adequate provision should be made for 
meritorious promotions. Foreign Service officers who develop occu- 
pational or area specialization should have promotional opportunities 
equal to those of “general officers.”” Executive ability should be 
given full recognition in selecting officers for promotion to positions 
of leadership and command. 
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(h) Pay and related benefits—Salary differentials for service at 
ardship posts should be extended on an equal basis to all American 
personnel. 
islation should be secured providing for an improved salary 
schedule and pay plan. The present separate schedules for the Foreign 
Service officer and Staff categories should be integrated into a single 
schedule which will reflect a reduction in the number of staff corps 
classes and an increase in the number of FSO classes. 

Legislation should be sought to place permanent Foreign Service 
Staff personnel under the onan Service retirement and disability 
system to the extent that actuarial and related studies make this 
feasible. Except for purposes of disability retirement, future extra 
retirement credit for service at unhealthful posts should be eliminated 
when salary differentials for service at hardship posts are extended to 
all American personnel. 

The Foreign Service leave system should be reexamined and con- 
sideration should be given to adjusting present leave benefits in the 
case of persons assigned to the United States to correspond more 
closely to leave aa currently accruing to departmental employees. 

(i) Selection-out.—A selection-out process should be retained for the 
Foreign Service and should be used to retire from the Service those 
who fail to meet performance requirements and those whose usefulness 
has become so marginal as to unduly inhibit the advancement of more 
able employees. 

)) Emergency provisions.—Provision should be made for the Secre- 
tary, whenever he determines an emergency to exist, to— 
Recall any retired Foreign Service officer to active service. 
Make temporary promotions in all categories of personnel. 
Extend the ante, of service of a Reserve officer for an addi- 
tional 2 years beyond the proposed 5-year maximum based on an 
extraordinary and compelling need in connection with a specific 
see 
xtend the period of service that an officer or employee of the 
Foreign Service may serve in the United States, not to exceed 
one additional year, based on an extraordinary and compelling 
need in connection with a specific project. 


6. Additional improvements in departmental service personnel management 

(a) Dual service positions.—Positions in the departmental service 
for which overseas experience is an essential or highly desirable quali- 
fication should be identified. To the extent that it is practical to do 
so these positions should be filled by persons possessing this qualifica- 
tion. 

(b) Recruitment and selection—Consistent with the difficulties im- 
a by the national mobilization effort and in the interest of building 
or the future, a maximum effort should be made to increase the 
employment of promising junior officers for the departmental service. 
In this connection, programs of intern training should be continued 
and strengthened in close coordination with entrance level require- 
ments for the Foreign Service. 

(c) Promotion.—Positive steps should be taken to develop an im- 
proved promotional system for the departmental service which will 
assure periodic evaluation of employee fitness for promotion. 


81407—51——-2 
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(d) Training and career development.—Efforts should be made to 
develop further training and career-development programs for the 
departmental service. Legislation should be secured to enable depart- 
mental officers to receive training at Government expense in the same 
manner that Foreign Service personnel now receive training. 

Increased emphasis should be placed on the Department’s program 
of executive development, with particular reference to broadening the 
range of experience and competence of junior departmental and 
Foreign Service officers through training and work assignment rota- 
tion. 

(e) Turn-over.—Efforts should be made to reduce voluntary turn- 
over of well-qualified personnel by improved placement and full 
utilization of employee skills and abilities. 


E. GENERAL INSTRUCTIONS 


Appropriate officers of the Department should be kept advised of 
progress toward achievement of the objective of an improved per- 
sonnel system. 

The Director of Personnel should arrange on an informal basis to 
obtain advisory assistance from other departments represented on the 
Board of the Foreign Service and from appropriate officers of the 
Department as will help him implement this directive. These ar- 
rangements should be considered as supplementary to (and not in 
lieu of) established procedures governing the advisory functions of 
the Board of the Foreign Service with respect to the personnel man- 
agement of the Foreign Service. Maximum participation of other 
interested agencies in interagency bodies should be encouraged. 

Employees should be kept informed periodically of important de- 
velopments affecting their interests. 

The continuing administration of the personnel program should be 
adjusted to conform to directives and instructions issued to implement 
the policies expressed in this directive. 

The planning staff in the Office of Personnel should be strengthened 
to the full extent that this will facilitate the adjustments called for 
in this directive. This staff should include representatives of depart- 
mental personnel and of the Foreign Service and should consult with 
other Government agencies which rely upon the support of the For- 
eign Service abroad. 

The limited legislation needed to accomplish the above improve- 
ments should be drafted and made ready for submission to the Con- 
gress no later than May 1, 1951. 


Il. Summary or Strate DEPARTMENT PosITION ON THE PERSONNEL 
IMPROVEMENT PLAN 


The Advisory Committee on Personnel recommended that the per- 
sonnel of the Department of State and the Foreign Service be inte- 
grated into a single personnel service outside of the regular civil- 
service system. The Committee recommended that this system 
should be based on the career principle, but should also remain suffi- 
ciently flexible to meet the needs of the Government for the conduct 
of foreign affairs. 
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After careful consideration of these recommendations, the Depart- 
ment of State now proposes to adjust the present Foreign Service per- 
sonnel system through administrative and legislative means to a per- 
sonnel system almost identical in character to that recommended by 
the Secretary’s Advisory Committee, and to make corollary improve- 
ments in the departmental civil-service system. However, the De- 
partment feels that integration of departmental and Foreign Service 
personnel into a single system is practicable only to the extent that 
common conditions of employment will apply, and that integration 
of any type should be done on a voluntary basis rather than by 
mandate. The present personnel of the Department who have built 
their life around service in Washington should not be penalized for 
failure to accept the conditions of employment necessary in an inte- 
grated service. 

Under these considerations the Department of State favors, and 
will promote, the entrance into this improved career service of its 
civil-service personnel who are qualified and willing to accept dual 
service at home and abroad. The steps proposed by the Department 
are ultimately consistent with the bake recommendations of the 
Advisory Committee which itself recomménded a patient approach. 
It points to an ever-increasing percentage of the personnel needed for 
the conduct of foreign affairs being supplied by a career service almost 
identical in character to the integrated service recommended by the 
committee. Achievement of the objectives of the Department’s 
plan will provide a more informed basis for further positive steps 
toward integration. 

The action of the Department is also fundamentally consistent with 
the basic objectives specified by the Hoover Commission in its recom- 
mendations on the State Department and Foreign Service personnel 
systems. 


IIT. Generat ExpitaNatory STATEMENT 
A. HOOVER COMMISSION RECOMMENDATIONS 


The Hoover Commission reconimended that departmental and 
Foreign Service personnel be merged into a single foreign-affairs 
service to be administered outside civil service and that employees 
be obligated to serve at home or overseas. 


B. ESTABLISHMENT OF ADVISORY COMMITTEE 


In view of the effect of this step on the lives of the personnel, the 
Secretary ar an Advisory Committee to study the question 
in more detail and to advise him on ways for improving the personnel 
program. 


C. PROBLEMS DISCLOSED BY THE ADVISORY COMMITTEE 


The Committee considered that (1) differences in personnel policies 
and practices unduly complicate efficient management and hurt 
morale; (2) there is not enough interchange between domestic and 
overseas employees; (3) employees in the FSO, Reserve, and Staff 
categories are used for the same work but are hired, paid, promoted, 
and retired differently; (4) not enough weight is given to occupational - 
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specialization in the Foreign Service officer group in matters of appoint- 
ment and promotion; (5) better recruitment and selection methods 
are needed based on a long-term estimate of the numbers and kinds 
of staff needed; and (6) more attention needs to be given to training, 
career development and assignment of personnel. 


D. COMMITTEE’S RECOMMENDATIONS 


The Committee felt that the Department’s personnel problems and 
needs could best be met by placing substantially all departmental and 
Foreign Service employees (under the Secretary’s jurisdiction) into a 
single service to be administered initially outside of civil service. It 
felt that the personnel system should be based on the career principle 
whereby permanent employees normally would come in at the bottom 
and, on the basis of demonstrated merit, advance up the career ladder. 

At the same time, the Committee felt the personnel system should 
be flexible if the service is to meet the needs of the Government for the 
conduct of foreign affairs. For example, it should be able to expand 
quickly. It should attract, make use of and grant proper recognition 
to persons possessing specialized qualifications. It should not hesi- 
tate to recruit from the outside at all levels whenever the permanent 
staff is unable to supply enough qualified officers. It should develop 
a positive recruitment program and provide for the progressive train- 
ing and career development of its employees so as to meet the need for 
across-the-board operators, specialists, and executives. Personnel 
should be required to serve at home and abroad to the extent that this 
is necessary for the satisfactory performance of duties. 

Finally, the Committee felt the personnel system should remove cer- 
tain inequities in such matters as pay, leave, and retirement. 


E. AREA OF AGREEMENT WITH COMMITTEER’S RECOMMENDATIONS 
SUBSTANTIAL 


The Department agrees with the Committee’s analysis of our per- 
sonnel problems. For the most part we “buy” the characteristics of 
the personnel system recommended by the Committee. We agree 
that the two services should be more closely integrated. 


F. AREA OF DISAGREEMENT—DEGREE OF INTEGRATION 


The Department is not convinced that complete integration is either 
desirable or practicable. Many of the operations performed at head- 
quarters have little or no counterpart in our posts abroad. Valid 
objections can be raised on this count alone to removing the entire 
departmental service from civil service. 

We do believe that integration of the two services is practicable to 
the extent that common conditions of employment can reasonably be 
applied to the personnel concerned. Common employment require- 
ments and personnel policies can be imposed for departmental posi- 
tions for which continuing service at home and abroad is desirable. 


G. THE FUNDAMENTAL ISSUE 


The fundamental issue, therefore, is how far should the Depart- 
ment go and what methods should it use in bringing the personnel of 
the two services under the same personnel tent. 
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H. PHILOSOPHY OF DEPARTMENT'S APPROACH 


People are more important to the success of an enterprise than 
forms of organization and personnel systems. Folks differ in where they 
want to live and what they want todo. Employees who have elected 
to build their lives around service in the United States should not be 
penalized for failure to accept the employment conditions required 
of a mobile and disciplined staff obligated to serve anywhere in the 
world. Accordingly, we consider it essential that departmental 
employees accept dual service at home and abroad, which is implicit 
in an integrated service, on a voluntary basis. 

Secondly, we should not “bite off more than we can chew.” This 
is to say, we favor a gradual approach toward integration which will 
give us a more informed basis for deciding whether complete integra- 
tion is the thing to do. This approach is consistent with the Commit- 
tee’s wise caution for a considered application of its proposals. It 
follows the experience of the British Government in reorganizing 
its Foreign Service. Finally, it recognizes that answers to the 
unresolved question of how certain United States operating programs 
abroad are to be administered, have a direct bearing on our undertaking 
sweeping changes in our personnel system. 


I. DEPARTMENT'S COURSE OF ACTION 


The Department’s course of action is to adjust the present Forei 
Service personnel system so that it will correspond very closely to the 
personnel system recommended by the Advisory Committee. These 
adjustments can be accomplished largely through the Foreign Service 
Act of 1946 but some additional legislation wilt be sought. 

Concurrently, we will make corollary improvements in the depart- 
— personnel program within the framework of the Civil Service 

ystem. 

We will use the personnel system for the Foreign Service to staff 
an increasingly larger number of positions for which continuing service 
at home and abroad is desirable. . 

To accomplish this objective the Department favors and will pro- 
mote the entrance into the improved Foreign Service career personnel 
system of departmental employees qualified and willing to serve at 
home and abroad. We will liberalize lateral appointments into the 
FSO category for this purpose. In addition, we will increase the 
number of departmental people with overseas experience but who are 
unable to assume the obligation of dual service for a protracted period 
through an expanded exchange program. In recruiting for the De- 
partment proper we will attempt to select persons who are willing and 
able to serve abroad both on a permanent and temporary basis. 

These steps will accomplish the more immediate objectives advo- 
cated by the Committee. They are consistent too with the ultimate 
objective of a fully integrated service. Once we have attained the 
goal of an improved personnel system coupled with partial steps 
toward integration, we will have a more informed basis for deciding 
whether to undertake additional steps toward further integration in 
the future. 
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IV. Comparative ANALYsis oF Hoover ComMission’s PERSONNEL 
AFFAIRS AND DEPARTMENT’S 


The Hoover Commission recommended that: 


The personnel in the permanent State Department establishment in Wash- 
ington and the personnel of the Foreign Service above certain levels should be 
amalgamated over a short period of years into a single foreign affairs service 
obligated to serve at home or overseas and constituting a safeguarded career 
group administered separately from the general civil service.! 


The Commission considered that the existence of two separate 


services: 


1. Was a source of serious friction and increasing inefficiency and 
that the division led to jealousies and compensation inequities. 
2. Resulted in Foreign Service people losing contact with American 


conditions. 


3. Meant that Departmental employees failed to acquire an 
adequate understanding of foreign countries and conditions. 

4. Led to the existence of two separate administrative offices in 
the same household, and 

5. Resulted in the Foreign Service being largely a self-adminis- 
tered organization. 

Items 4 and 5 have been taken care of by the departmental reorgani- 
zation and enactment of Public Law 73 (81st Cong.). 

With respect to items 1, 2, and 3, the Department’s course of 
action will result in a more adequate re-Americanization program for 
Foreign Service personnel; will provide an increasingly larger number 
of departmental officers with first-hand knowledge and experience of 
foreign countries, peoples and conditions; and will remove certain 
inequities in matters of pay, retirement, and leave. 

A brief analysis of the specific recommendations of the Hoover 


Commission and the Department’s plans is attached. 


In general, 


however, it should be noted that both approaches (1) limit the scope 
of integration; (2) require that persons who enter the overseas service 
must accept an obligation to serve at home or abroad; and (3) the 
overseas service is to remain a career service to be administered out- 
side of the civil-service system. The Department’s plan does not 
call for the establishment of a new foreign affairs service and integra- 
tion is to be achieved on a voluntary and not a mandatory basis. 


Recommendations Hoover Commission recommendations 


A. Amalgamation: 


1. Scope of amal- 


gamation. 
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Consolidated service should include 
all personnel except top-level offi- 
cials, such as Assistant Secretaries, 
chiefs of mission, and others of com- 
parable or higher rank; certain tech- 
nical personnel in programs such as 
foreign information for whom com- 
parable overseas assignments seem 
improbable; mechanical or subsidi- 
ary employees at the lower grades; 
and all alien employees. 


Department’s plan 


Foreign Service should be expanded 
gradually to staff an increasingly lar- 
ger number of departmental positions 
for which continuing dual service at 
home or abroad is essential or desir- 
able. Estimate 1,500 positions in 
departmental service are involved. 
Inclusion of substantially all depart- 
mental positions as proposed by 
Rowe committee, is neither practi- 
cable nor desirable. 


1 Reservation: ‘“‘While concurring generally in this recommendation because of the administrative 
advantages of consolidating the two services, I think that it is of crucial importance that this process not 
be permitted to operate so as to destroy the morale or spirit of either group.’’—James Forrestal. 
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Recommendations 





3. Dual-service 
obligation, 


4. Relation to 
civil service. 


B. Entry of depart- 
mental personnel. 


C. Personnel system: 
1. Categories fof 
personnel. 


2. Recruitment, 
assignment, 
and gpromo- 
tion. 





Hoover Commission recommendations 


Consolidation should be mandatory 
but carried ont gradually over a 
short period of years. 


Members of consolidated service 
should be pledged to serve at home 
or abroad. 


Particular attention should be given 
to equalizing time spent in field with 
that at home. 


Consolidated service should be sepa- 
ate from the general civil service for 
the present. 

———— civil-service personnel 
should enter the consolidated service 
on sogiention and oral examina- 
tion. Those unwilling to enter but 
qualified for present duties might be 
continued in their present post on a 
“limited service” basis or given 
opportunities elsewhere in Govern- 
ment. 


Use general, special, and staff person- 
nel categories suggested in task 
force report as tools in personnel 
administration and not as compart- 
ments to which considerations of 
caste and perquisites are attached. 

(Task force recommended (a) a gen- 
eral officer category for generalists 
similar to FSO; (6) a special officer 
category for long-term specialists 
and equivalent to the general officer 
category as regards pay, retirement, 
ete.; (c) a staff category for clerical, 
fiscal, minor administrative, etc.; 
and (d) a temporary or reserve 
category to meet other agency needs 
and temporary or emergency needs 
in staffing overseas programs such 
as ECA). 

Enable the Secretary to draw on vari- 
ous talents within the Service and 
on qualified ple elsewhere in and 
outside the Government. 


Enable members of the consolidated 
Service to transfer to positions else- 
where in the executive branch. 


Provide flexible recruitment and pro- 
motion policies to obtain and retain 
persons with special and general 
aptitudes and other qualifications 
required, including executive abil- 
ity. Place more responsibility on 
young men during their first 15 
years of service. 


Employ and promote s) ists with- 
out reference tothe versatility 


expected of general officers. Open | 


recruitment as a consequence to all 
levels and not merely the bottom or 
present class-6 level. 




















































Department’s plan 


Integration should be carried out grad- 
ually on a voluntary basis by means 
of an expanded exchange program, 
an interagency exchange program, 
liberalized lateral entry into the For- 
eign Service officer category, and by 
recruiting, for dual-service positions 
in the Department, persons willing 
and qualified to serve at home and 
abroad. 

Members of Foreign Service should 
continue to serve at home and abroad 
as the needs of the Service require. 
However, use Foreign Service Re- 
serve for qualified departmental 
officers who are available for over- 
Seas service for temporary periods. 

Use of Foreign Service to staff an in- 
creasingly larger number of depart- 
mental positions will result in greater 
opportunity for overseas staff to 
serve at home. 

Foreign Service should continue to 
remain outside of the civil service. 


Present departmental civil-service per- 
sonnel will be encouraged to compete 
for entry into the FSO category 
under a liberalized lateral entry pro- 
= but on a purely voluntary basis. 

hose unwilling or unable to qualify 
are not to be penalized as a conse- 
quence. 


Retain present categories as provided 
by act of 1946 but sharply redefine the 
role ofeach. Build the FSO category 
to the strength needed to staff execu- 
tive and professional functions of a 
continuing nature, including both 
generalists and specialists. Use the 
reserve category as the temporary 
appointment vehicle for supplement- 
ing the FSO category. Redefine the 
staff category to avoid overlapping 
assignments vis-A-vis the FSO and 
FSR categories and use it primarily 
for technical, administrative, clerical, 
and closely related functions. 


Make full use of personnel in the Serv- 
ice especially by increasing the sup- 
ply of persons available for dual 
service at home and abroad. Make 
greater use of reserve to draw on 
other agencies and private business 
for personnel needed abroad. 

Develop an interagency exchange pro- 
gram and assign more Foreign 
Service personne! to other agencies, 
special missions, etc. 

Provide a positive recruitment program 
and assure that present examination 
and selection methods meet the needs 
of the unified Foreign Service. Pro- 
vide an executive development 
program. Strengthen and improve 
the promotional system, recognizing 
executive ability in promoting officers 
to positions of command. 

Afford specialists equal opportunity 
for promotion as general officers. 
Liberalize lateral appointments un- 
der sec. 517 of the act of 1946. 






C. Personnel Syste 


D. Administration 
new service: 
1. Develop- 
mental as- 
pects. 


2. Continued ad- 
ministra- 


tion. 


Recommendations 


m—Con. 

3. Needs of other 
agencies and 
special pro- 
grams. 


Hoover Commission recommendations 


Continue Reserve officer category to 
enable other agencies to nominate 
technical reporters and attachés. 


Also use Reserve to employ personnel 
needed to implement special pro- 
grams or in other temporary capaci- 
ties and to — applicants who 
have passed the necessary examina- 
tions for the Officer Corps but are 
awaiting appointment. 
ther agencies uld “make grants 
from their appropriations to the 
consolidated service in the case of 
persons nominated by them for 
temporary assignment. 

Obtain adviee of other departments 
and agencies but abolish Board of 
Foreign Service. 


Secretary and Under Secretary should 
give consolidation continuous atten- 
tion and support. 

Deputy Under Secretary for Adminis- 
tration should be responsible for 
direct execution. 


Over-all personnel Peon nes should be 
established by Secretary, perhaps 
after consultation with a temporary 
advisory board. 

Consolidated service should not be 
self-administered but subject to 
direction and inspection of the 
Secretary. 


The Secretary should have authority 
to set up special advisory boards in 
relation to recruitment examina- 
tion, promotion, retirement and 
inspection. 
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Department’s plan 
Provide for an interagency exchange 
program. 


_ FSR to supplement FSO category 
Staffing mew or expanded pro- 
——_ 


Enable De ment to be reimbursed 
for es of officers assigned to 
other agencies. 


Retain the Board of the Foreign 
Service. 


Secre and Under Secretary will ae 
y informed of 


kept 
rn out Depertemat’s a 
Deputy ao ey for Adminis- 


tration will be responsible for pro- 
gram of implementation with staff 
work being assigned to Director of 
Personnel 


Board of Foreign Service will be con- 
sulted on matters affecting the For- 
eign Service. 


Public Law 73 vests -_ a = 
Secretary or persons des y 
him to administer, coordinate, and 

direct the Foreign’ Service and the 

} ms the State ae ae 

— of Foreign Service Ex- 

selection boards, and the 
aes of the Foreign Service are to 
be continued. 





V. SUMMARY OF THE RECOMMENDATIONS OF THE SECRETARY’S 


Apvisory CoMMITTEE ON PERSONNEL 


A. A SINGLE BUT FLEXIBLE PERSONNEL SYSTEM SHOULD APPLY TO ALL 
PEOPLE UNDER THE CONTROL OF THE SECRETARY OF STATE 


The Committee has recommended that substantially all civil-service 
employees in the Department and the personnel of the Foreign Service 
be placed in one service under a single personnel system. 

1. This system should be established initially outside of the 


present Civil Service System but employees should be able to 
acquire civil-service status. 

2. Since the Foreign Service performs services for a number of 
Government departments and agencies having a concern in 
foreign relations, the personnel system should meet the needs of 
these agencies, including the means whereby they can temporarily 
assign members of their staffs to the new service. 

3. Employees should be subject to a common set of personnel 
policies. These policies should adequately recognize the special 
requirements occasioned by service sheen. such as provision for 
additional leave, shelled benefits, and living and quarters 
allowances. 
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4. Employees should be obligated to serve both at home and 
abroad to the extent that this is necessary for the satisfactory per- 
formance of duties. However, this requirement of dual service 
should not be imposed as a universal condition of employment 
since many of the Department’s operations are essentially con- 
fined to Washington. 

5. The essential features of the personnel system, including 
adequate safeguards against political and other forms of favorit- 
ism in matters of appomtment and promotion, should be pre- 
scribed by statute. 

6. The new service should include a minimum number of per- 
sonnel categories: 

(a) e such category should be a foreign-affairs-officer 
group which should be composed of American personnel (ex- 
cluding top officials, such as assistant secretaries and chiefs 
of mission) concerned with substantive policy matters and 
operations in such fields as political, economic, legal, consu- 
lar, international security, and public affairs, and higher level 
administrative personnel. This group would include general 
officers and specialists but would exclude technicians. 

(6) A second category should include custodial, clerical, 
most administrative, and technical personnel. Persons in 
this group should be able to enter the foreign-affairs-officer 
category through competitive examination. 


B. A POSITIVE PERSONNEL PROGRAM SHOULD BE DEVELOPED 


The Committee has recommended that a positive personnel pro- 
am should be developed for the integrated service to include the 
ollowing features: 

1. Positive recruitment of the best available people at all 
levels subject to the maintenance of the career principle. Recruit- 
ment should be based on a long-term estimate of the number and 
kinds of people that will be needed. 

2. Selection of foreign-affairs officers at the entrance level on 
the basis of a rigorous and comprehensive written, oral, and 
physical examination. The written examination should include 
a general examination ee by a series of examination 
options in various specialized fields such as economics, agricul- 
ture, public affairs, or administration. A candidate with special- 
ized training in agriculture, for example, would be required to 
pass the general examination and a special examination in his 
particular field of agriculture. 

3. Appointment of qualified persons from the outside to the 
intermediate and higher grades of the foreign-affairs-officer 
group whenever the service is unable to supply enough qualified 
officers by promotion from within. In addition, the permanent 
staff should be supplemented by appointing persons for a tem- 
porary period in order to enable other agencies to assign personnel 
abroad, to make use of specialists for work which the service is 
not equipped to handle, and to help staff new or expanded pro- 
grams and for other purposes. 


81407—hf1— 3 
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4. Use of classification to identify the types and levels of 
work in the service and as a guide in recruitment, salary deter- 
mination, assignment, and promotion. 

5. Establishment of a single salary schedule for the foreign- 
affairs service similar to the civil-service pay rates. Salary 
differentials should be paid to all foreign-affairs-service personnel 
when assigned to hardship posts. 

6. A planned program of career development, assignment and 
use of employees, including more assignments of officers to other 
agencies, expanded training programs, and more efficient schedul- 
ing of tours of duty at overseas posts. 

7. A promotional system based on systematic review of 
employee qualifications by selection panels on the basis of merit, 
including provision for more rapid advancement of outstanding 
officers. Officers in specialized fields should be able to compete 
favorably with general officers for advancement to positions of 
command. A selection-out process should be used to eliminate 
officers who are consistently below standard in comparison with 
the performance of their associates, but selection-out should not 
apply to officers who are fully capable of meeting assigned 
responsibilities. 

8. A uniform leave system and retirement with a higher rate 
of leave and increased retirement credit being granted for service 
performed abroad than for service in the United States. 

9. Reorganization of the Office of Personnel on a functional 
basis; provision for continuance of a board of examiners respon- 
sible for the administration of all examinations for entry into 
the service; and, provision for interagency advisory machinery, 
such as the Board of the Foreign Service, to advise the Secretary 
on broad program and policy matters. 


C, EFFECT A GRADUAL TRANSITION TO THE NEW SERVICE 


The Committee has recommended that studies should be started 
without delay to prepare the necessary legislation that would be re- 
quired to establish a new foreign-affairs service. Pending the enact- 
ment of such legislation, the Committee has outlined a number of steps 
in chapter III of its report which it considers should be taken to pave 
the way for full implementation of its recommendations. 

Illustrative examples of such steps are as follows: 
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1. Identify departmental positions for which dual service is 
desirable and fill as many of these positions as possible with per- 
sons with overseas experience. 

2. Ascertain the willingness of departmental employees to 
serve abroad and develop and apply standards to determine the 
suitability of those who are willing to serve overseas. 

3. Increase the exchange of staff between Washington and 
the field. 

4. Develop an improved promotion program for the depart- 
mental service and give more weight to occupational specializa- 
tion as a promotion factor for Foreign Service officers. 

5. Reduce to a minimum the hiring of Foreign Service Staff 
officers at levels and occupations that clearly overlap the functions 
of Foreign Service officers, and substitute more employment into 
the FSO category, particularly at the lower levels. 
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VI. Masor Issuzs Posep sy Report or Apvisory CoMMITTEE ON 
PERSONNEL 


A. AMALGAMATION OF THE DEPARTMENT AND THE FOREIGN SERVICE 


1. Recommendations of Committee 


Place departmental and Foreign Service personnel in one service 
under a single but flexible personnel system outside of the Civil 
Service System. ; 

Integration under a single service will make more effective use of 
the total staff at home and abroad; achieve better working relations 
between the two services; permit a more extensive re-Americanization 
program for the overseas staff; and simplify administration of the 
personnel program. 

Continuance of the present separate personnel systems defeats the 
objectives of a completely unified staff. 


2. Department’s course of action 


Achieve partial integration of the two services by increasing the 
supply of persons available and qualified for service at home and 
abroad. Do this by assigning more departmental emplovees abroad 
and more Foreign Service personnel to the Department through an 
expanded exchange program; liberalizing lateral entry into the FSO 
category and induce qualified departmental officers to compete for 
appointment to this category; and for departmental positions for 
which dual service is desirable, by recruiting persons qualified and 
willing to serve abroad. 

Integration of the two services is practicable in the case of depart- 
mental positions requiring overseas experience. 

Duality of service can be accomplished under present legislation. 
This should be done by voluntary means in order to avoid losing com- 
petent employees. Valid objections can be raised if the entire depart- 
mental service were to be taken out from under the Civil Service 
System. 

Since the Committee submitted its report, fundamental and as yet 
unresolved questions have been raised as to the Department’s oper- 
ating responsibilities in such fields as technical assistance, economic 
aid, and foreign information activities. 

The Department’s approach lays the ground work for further steps 
toward integration. It will result in more effective use of the total 
staff, a more adequate re-Americanization program, and better working 
relationships between the two services. It does not reject a more 
complete integration as an ultimate possibility. It is in fact a positive 
step in that direction and is consistent with the Committee’s ulti: ate 
objective of an integrated service. 


B. REDEFINITION OF THE ROLE AND USE OF FOREIGN SERVICE PERSONNEL 
CATEGORIES 


1. Recommendations of Committee 


Establish a single foreign-affairs-officer category to include both 
general and specialized officers (but not technicians) concerned 
with the more substantive aspects of foreign affairs. 

Administration of the FSO, FSS, and FSR categories provided by 
the Foreign Service Act of 1946 has resulted in overlapping and 


hee eee: 4 ee a ee a i a a es en ees, ee 
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conflicting use of these categories for the same types of work. Those 
officers concerned with the substantive aspects of foreign affairs 
should therefore constitute a single group subject to a set of common 
policies. 

2. Department’s course of action 


Sharply redefine the role and use of the FSO, FSS, and FSR cate- 
gories as intended by the Foreign Service Act of 1946 and consistent 
with the Committee’s recommendations. 

The Department agrees with the Committee but believes the desired 
objective can be accomplished within the framework of the act of 1946. 
To this end the FSO category is to be regarded as the primary vehicle 
for staffing the executive and professional overseas functions of a 
continuing nature. 

The FSR category is to be used as the temporary appointment 
vehicle for supplementing the FSO branch. Through a liberalized 
lateral entry program FSR, FSS, and departmental officers will be 
taken into the FSO category. 


C. NEEDS OF OTHER AGENCIES CONCERNED WITH FOREIGN AFFAIRS 


1. Recommendations of Committee 


Assure that the personnel system meets the needs of other agencies. 
Other agencies consider inadequate recognition is given to specialists 
and that they are unable to assign a sufficient number of their staff 
for temporary periods. 
(a) Agencies should recommend persons for temporary assign- 
ment abroad. 
(b) Agencies should obtain the services of more foreign-affairs 
officers through interchange arrangements. 
(c) Assure that adequate recognition is given to specialists in 
matters of appointment, assignment, and promotion. 

Enable such agencies to continue to advise on broad management 
and personnel policies but abolish the present Appointments and 
Assignments Board because administration by Committee results in 
dilution of decisions. 


2. Department’s course of action 

The Department’s position is generally in accord with the Com- 
mittee’s proposals. It reflects the concurrence of the other agencies 
represented on the Board of the Foreign Service, with the proviso 
that the present examination system be carefully studied. 

(a) Agencies should continue to recommend persons for tem- 
porary assignment in the Foreign Service Reserve. 

(6) By means of an interagency exchange program, assign an 
increased number of Foreign Service personnel to such agencies 
in exchange for the temporary assignment of personnel of these 
agencies to the Foreign Service. 

(c) With respect to specialists in the Foreign Service— 

(1) Undertake a more positive recruitment program; 

(2) Assure that examination and selection methods are 
consistent with the needs of the unified Foreign Service; 

(3) Give specialists equal opportunity in promotion; 

(4) Increase the number of specialized officers in the FSO 
category through a liberalized lateral entry program; and 
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(5) Use the FSR category to supplement the FSO category 
to the extent necessary. 
Retain the Board of the Foreign Service and the AAB as presently 
constituted. 
The present advisory machinery of the AAB is mutually accepted 
by other Departments and should be retained. 


D. BASIC CHARACTERISTICS OF AN IMPROVED PERSONNEL SYSTEM 


1. Recommendations of Committee 


In establishing an integrated service outside of the civil service 
the present Foreign Service personnel system provides a sound point 
of departure with its emphasis on careful selection, advancement by 
merit from the bottom to positions of command, development of a 
mobile and versatile staff, ete. 

Provide a personnel system based on maintaining the career prin- 
ciple with— 

(a) Entry governed by a strict qualifying process; 

(6) Promotion-up on the basis of demonstrated merit coupled 
with retirement from the Service of those whose performance is 
marginal; and 
' « Careful use of lateral appointments above the entrance 
eve 

Flexibility is essential in matters of appointment, assignment, 
and promotion and calls for greater recognition of specialized com- 
petence, more effective use of te temporary staff, wider use of lateral 
appointments than has been observed in staffing the FSO category 
and other related measures. 

Assure that this system is sufficiently flexible to— 

(a) Permit of relatively easy and rapid expansion and con- 
traction; 

(6) Result in a proper balance and blending of specialists, 
general officers, and executives; 

(c) Afford opportunities to specialists to enter the Service and 
advance within their respective fields; 

(dq) Permit lateral appointments to be made to the permanent 
officer group when the Service cannot supply enough qualified 
persons; and 

(e) Enable outstanding officers to be promoted more rapidly 
than the average. 


2. Department’s course of action * 


Reaffirm the career principle and improve the career personnel sys- 
tem of the Foreign Service, adjusting the department ah civil service 
along the same lines to the ‘extent possible and increasing the number 
of persons qualified to serve at home and abroad. 

(There is no difference of opinion with the Committee on 
the reaffirmation of the career principle in relation to mode 
of entry, advancement, and selection-out.) 

In order tt rovide sufficient flexibility— 
ith respect to flexibility the Department’s plan is 
jet y consistent with the Committee’s objectives 
and differs only on points of emphasis and approach.) 


1 Explanations are in parentheses. 
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(a) Make more effective use of the Reserve for temporary ex- 
pansion purposes and to supplement the FSO category. 

(Rapid expansion needs are to be met primarily through 
increased use of the Reserve.) 

(b) Obtain a proper blending of skills through positive recruit- 
ment; liberalized lateral entry into the FSO corps; assuring that 
examination methods meet the needs of the service; increased use 
of the Reserve, especially through an expanded exchange and 
interagency exchange program; and by an improved training and 
career development program. 

(The Department believes that the great bulk of the per- 
manent foreign-affairs officers should have both general and 
specialized qualifications. We wish to avoid the creation of 
separate career ladders to which persons will be appointed 
and within which they will tend to remain.) 

(c) Reexamine existing examination and selection methods and 
assure specialists receive equal opportunity for promotion; 

(We believe specialists for the permanent officer group can 
be secured and developed through positive recruitment and 
a sound training and planned assignment program. We will 
reexamine our present methods of examination and selection 
to assure adequate recognition is given to the specialization 
factor. ) 

(d) Provide a liberalized lateral entry program to the FSO 
corps and expand this category, coupled with more extensive use 
of the Reserve. 

(We believe the liberalized lateral entry program and 
judicious use of the Reserve will largely meet the need for 
lateral recruitment. If it does not, we can seek revision of 
the act of 1946 to broaden the recruitment area.) 

(e) Provide for temporary and meritorious promotions. 

(We agree that outstanding talent should be adequately 
recognized and that more flexibility is needed in the present 
Foreign Service promotional system.) 


E. REMOVAL OF INEQUITIES IN COMPARATIVE TREATMENT OF PERSONNEL 


1. Recommendations of Committee 

Provide a single salary schedule and a uniform pay policy applicable 
to all American personnel. 

Provide a single leave and retirement system, with additional credit 
being given in each instance for service performed abroad. 

There is little justification for different pay and retirement policies 
within the Foreign Service. Therefore, in the context of a single 
service, there should be uniform pay, retirement, and leave policies 
which adequately recognize the conditions occasioned by service 
abroad. 


2. Department’s course of action 


Obtain legislation providing for an improved and uniform-pay plan 
for the Foreign Service, including the payment of differentials for 
hardship post duty to all American overseas staff. 

Obtain legislation placing permanent FSS personnel under the 
Foreign Service retirement system, if actuarial studies prove this to 
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be feasible. Reexamine the present Foreign Service leave system to 
eliminate disparities in the case of persons assigned to the United 
States. 

Within the context of steps toward integration, the Department’s 
position is in accord with the Committee’s recommendation on the 
elimination of inequities relating to pay, retirement, and leave benefits. 

, she Committee had been set up to advise the Secretary whether 
any fundamental changes were required in the personnel system and 
relationships of the Department of State and the Foreign Service of 
the United States, including steps that would bring about a closer 
integration of the two services. At present personnel of the Depart- 
ment of State proper are administered under the general civil-service 
personnel system, whereas employees of the Foreign Service are 
administered under a separate statute not under the civil service. 
Proposals have been made from time to time to place these two groups 
of employees under a single personnel system. This course of action 
was recommended by the Commission on Organization of the Execu- 
tive Branch of the Government {the Hoover Commission). 

Mr. Rowe, who is presently engaged in private law practice in 
Washington, D. C., was at one time Administrative Assistant to the 
late President Roosevelt. He served as an Assistant Attorney General 
in the Department of Justice before entering the Armed Forces. 
Mr. Rowe also was a member of the Commission on Organization of 
the Executive Branch of the Government. 

Mr. Ramspeck was for many years a Member of Congress from 
Georgia before becoming executive vice president of the Air Transport 
Association of America. He has recently been nominated for appoint 
ment as a member of the United States Civil Service Commission. 

Mr. DeCourcy is a career Foreign Service officer of broad and varied 
experience. Prior to his appointment as Ambassador to Haiti, Mr. 
DeCourcy headed the Foreign Service Inspection Corps. 


























VII. A Report To THe SecrReETARY OF STATE BY THE SECRETARY’S 
Apvisory CoMMITTEE ON PERSONNEL, AUGUST 1950 


AN IMPROVED PERSONNEL SYSTEM FOR THE CONDUCT OF 
FOREIGN AFFAIRS 


Jury 30, 1950. 
The Honorable Dean Acueson, 
Secretary of State, Washinyton 25, D. C. 


Dear Mr. Secretary: On December 19, 1949, you appointed us 
as a committee to advise you whether fundamental changes are re- 
quired in the personnel systems and relationships of the Department 
of State and the Foreign Service. 

Specifically you asked us to make recommendations as to— 


(1) Any change you may feel is required in the existing classified personnel 
system of the Department or the career system of the Foreign Service. 

(2) Any action which you feel will bring about a closer integration of the 
two systems. 

(3) Any factors which will contribute to the morale of the personnel 
concerned. 


‘ 


Our conclusions and recommendations are transmitted to you in 
this report. 
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We have appreciated the cooperation of everyone in the Department. 
and the Foreign Service. They have greatly facilitated our work. 
Respectfully, 
James H. Rown, Jr., Chairman. 
Rosert RaMsPEcK. 
Wituiam E. DeCourcy. 
CHAPTER I. A PERSONNEL SYSTEM FOR THE CONDUCT OF ~~ 
FOREIGN AFFAIRS 


The Committee has realized that any attempt to evaluate the 
effectiveness of the personnel systems of the Department of State and 
their administration should have as its point of departure a clear 
understanding of the Department’s responsibilities and its position 
in the governmental structure. The Committee was conscious of the 
fact that the precise determination of responsibilities under present 
circumstances, when organizational changes are under way and new 
governmental programs are being developed, is not an easy matter. 
Its task in this respect was greatly facilitated by the excellent studies 
already made by the Department’s Research Committee on Amalga- 
mation. 


A. Personnel needs in relation to the role of the Department of State 

(1) Position of the United States in world affairs —Through the 
evolution of events, and notably as a result of two World Wars and a 
serious economic depression within the space of a generation, the 
United States has been thrust into a position of world leadership. 
Although this role of leadership falls on the American people as a 
whole, the means by which it is exercised must, to a great degree, be 
the responsibility of the Department of State, acting under the 
guidance of the President. The policies and programs for which the 
Department of State is now responsible exceed by far anything with 
which it has had to cope in the past and, of necessity, they require a 
large body of highly qualified people, a great diversity of professional 
skills, and an efficient system of personnel administration. The most 
important single factor in the achievement of success in any under- 
taking is the human factor. 

(2) Position of the Department of State in the governmental structure.— 
The Depariment of State is the one agency of the Federal Government 
that is concerned almost exclusively with foreign affairs. While the 
President is charged, under the Constitution, with the conduct of 
foreign relations, the Secretary of State is his principal adviser, as 
well as the principal agent through whom foreign policy is executed. 
The Secretary’s staff in Washington and abroad assist in the formula- 
tion and execution of policy and provide, in a large measure, the 
information and advice by which decisions are influenced. 

This much is understood by informed people. What is less clear 
is the complicated relationship between the Department of State on 
one hand and the Congress, other executive agencies of the Govern- 
ment, and the public on the other. Foreign policy must be estab- 
lished within the framework of national oie, which embraces do- 
mestic as well as foreign issues, and in the lense run it must rest on the 
solid foundation of public support. This primary consideration ac- 
counts, to a large degree, for the direct interest of Congress, other 
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agencies of the Government, and the people in the activities of the 
Department of State. It also makes evident the need for maintain- 
ing close relationships with all three for consultative and advisory 
purposes. Above all it emphasizes the heavy burden of coordination 
imposed upon the Secretary of State. In this connection it is signifi- 
cant that the Department of State participates in more than 30 inter- 
departmental committees and has to coordinate its activities with 
those of more than 40 other agencies of the Government. These facts 
have a direct bearing on the Department’s personnel problems. 

(3) Policy formulation—It is recognized that policies relating to 
foreign affairs may be formulated by the President on the basis of 
information and advice obtained from any source he may choose to 
consult, within the Government or outside of it. It is reasonable to 
assume, however, that, regardless of the extent to which Congress, 
other executive agencies, and private sources are consulted in the proc- 
ess of policy making, the Department of State must be drawn upon 
for information and advice. The knowledge and experience of its 
staff cover a wider range in the field of foreign relations than that 
possessed by any other one group accessible to the Government. 
Upon their competence and judgment depend, to a high degree, the 
quality of the leadership of the United States in world affairs and the 
success of its relations with other countries. 

(4) Policy execution.—In the field of policy execution the important 
role played by the members of the Department of State and the For- 
eign Service is an obvious one. Contacts with the governments and 
the people of foreign countries are maintained by them and upon them 
falls the responsibility for the enormous volume of day-to-day opera- 
tions that serve to implement in one way or another the basic policies 
laid down by the President and the Secretary of State. It is true that 
the instrumentalities employed in the pursuit of our foreign-policy 
objectives are not limited to those at the direct disposal of the Depart- 
ment of State, since they include the activities of such agencies as the 
Department of Defense and the Economic Cooperation Administra- 
tion. Nevertheless, in the Department is lodged the coordinating 
function through which the integrated use of all instrumentalities is 
effected. 

(5) Operational programs and new responsibilities——The Second 
World War brought almost immediately to the Department of State 
a host of new problems and new responsibilities. Neither the Depart- 
ment nor the Foreign Service had adequately prepared for this change 
and the staffs of both had to be increased rapidly. The conditions 
under which recruitment took place were unfavorable by reason of the 
fact that the Armed Forces and a number of civilian wartime agencies 
were competing simultaneously for the services of well-qualified people. 
The Department not only found it difficult to obtain competent per- 
sons in large numbers, but it suffered at the same time the loss of a 
sizable group of trained young officers and employees through the 
operation of Selective Service. This abnormal attrition, in conjunc- 
tion with an almost complete suspension of the recruitment of junior 
Foreign Service officers during the war years, was, in the opinion of 
the Committee, one of the factors responsible for the Department’s 
subsequent personnel difficulties. This attrition, plus the sudden re- 
quirement for persons with more specialized experience, made it nec- 
essary to resort to such measures as the creation of the Foreign Service 
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Auxiliary and the passage of the Manpower Act. This experience 
influenced the shaping of the Foreign Service Act of 1946 and its pro- 
visions for Staff and Reserve Corps officers, providing a means for a 
relatively rapid expansion in case of necessity. 

The Department itself; during the war period, absorbed large num- 
bers of new people and injected them into an organizational structure 
that was constantly changing. Many were of high ability and ren- 
dered invaluable service; nevertheless large numbers of them were new 
to Government and found it difficult to accustom themselves to gov- 
ernmental procedures and ways of doing business. Throughout the 
war and the immediate postwar period the Department operated 
under these personnel handicaps. 

Another factor of great importance is that the Department had 
placed upon it, at one time or another, such responsibilities as the 
repatriation of American citizens abroad, the exchange of enemy dip- 
lomatic and consular personnel, the control of exports, the compilation 
and policing of the Proclaimed List, the screening of material require- 
ments of certain foreign countries, surveillance of the end use made 
of strategic materials sold to neutral countries, the gathering of special 
forms of intelligence, representation of the interests of foreign govern- 
ments, and the conduct of a limited cultural and informational pto- 
gram. In addition it had major responsibilities in the field of policy- 
formulation and in the coordination of the foreign activities of a 
great number of wartime agencies—the Office of Strategic Services, 
the Office of War Information, the Foreign Economic Administration, 
the Lend-Lease Administration, the Coordinator of Inter-American 
Affairs, and others. 

After the termination of the war and the disappearance of most of 
the temporary agencies, the Department absorbed certain of their 
functions and was drawn into a series of operational programs of a 
character with which it had had little experience and for which it was 
inadequately prepared. This responsibility for operational activity 
and the organizational and personnel problems created thereby was 
commented on at length by the Commission on Organization of the 
Executive Branch of the Government. This type of activity is ex- 
emplified by programs like the liquidation of surplus property; aid to 
Greece and Turkey; the rehabilitation of the Philippines; a world-wide 
information and cultural program, ineluding the operation of radio 
stations; and the civilian administration of Germany. All are a wide 
departure from the traditional functions of the Department of State 
and the Foreign Service. The organization and staffing of such under- 
takings has been a tremendously difficult matter. Significant in this 
connection is the fact that over the past 12 years the personnel of the 
Department proper has increased by approximately 480 percent and 
that of the Foreign Service by more than 200 percent. During the 
same period major reorganizations of both the Department and the 
Foreign Service took place and new basic legislation pertaining to the 
Foreign Service was approved. 

The Committee, in reaching its conclusions, was aware of these 
facts and of the difficulties under which personnel-management 
officers have worked, particularly in such important matters as recruit- 
ment, training, and assignment. 

(6) Planning for the future.—The recurring crises and the conditions 
of urgency under which the Department of State operates today place 
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a heavy burden upon management and planning officers. Changes 
in the international scene and the sudden development of new pro- 
grams of an operational nature make it extremely difficult to foresee 
personnel needs and to lay the ground work for meeting them. The 
Committee is convinced that this state of affairs is likely to continue 
for some time and that it would be unwise to anticipate an early 
return to anything approaching prewar conditions in the field of State 
Department operations. Other programs will develop and other 
responsibilities will be added to those already being shouldered. It 
can be anticipated, for example, that residual functions from the 
ECA program will eventually be inherited by the Department of 
State. 

In view of these possibilities, the Committee wishes to emphasize 
the necessity for instituting a personnel system that will provide for 
closer integration of the home and field services, greater flexibility, 
better methods of recruitment, and the means for relatively easy 
expansion and contraction. 


B. Broad objectives of the Committee's recommendations 


(1) The human factor—Throughout its deliberations the Com- 
mittee considered as a major objective the recommendation of meas- 
ures that would result in providing the Department of State with 
the most competent group of persons available for the conduct of 
foreign affairs. It did so with the conviction that people are more 
important to the success of an organization than systems or adminis- 
trative methods. Of primary concern, therefore, was the kind of 
staff needed to perform the Department’s work. In the Committee’s 
opinion, this staff should comprise a blending of talents, beginning 
with executive leadership and including versatile generalists with a 
wide range of experience, functional specialists, and qualified admin- 
istrators. Every member should possess not only first-rate ability 
in his particular field of work, but also character, emotional stability, 
complete loya'ty to the Government of the United States, and a firm 
belief in the democratic way of life. 

(2) Principles of a sound personnel system.—lIt is evident that able 
people will not be attracted to-or long remain under a system of 
employment that is not basically sound and equitable. The Com- 
mittee believes that the following principles should be observed in 
such a system in the Department of State. It should be a unified 
system, operated under a common set of policies, and should offer a 
satisfying type of public service based on (1) freedom from political 
influence and discrimination; (2) the assurance of advancement as a 
reward for demonstrated merit; and (3) a reasonable degree of secur- 
ity, including adequate provision for retirement benefits. 

(3) Essential features of a sound personnel program.—Related to the 
structure of the personnel system are the methods by which it is 
administered. The aim of the Committee was to recommend meas- 
ures that would provide— 

(a) Active recruitment, on a continuous basis, of the best- 
qualified persons available; 

(b) Careful examination of candidates prior to their appoint- 
ment, free from political and other pressures; and with the pro- 
fessional advice of an impartial board of examiners; 
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(c) A training program fully adapted to the needs of the entire 
stait; 

(d) A sound promotion system, based on merit and perform- 
ance and offering the prospect of a professional career; 

(e) Flexibility in the use of employees through easy transfer 
from one position to another, either at home or abroad; 

(f) Incentives in the form of adequate monetary benefits; 

(g) Simple and equitable procedures for eliminating persons 
whose performance or conduct is below required standards; 

(h) A sufficiently centralized personnel organization to insure 
effective formulation of policies and to insure their uniform exe- 
cution; 

(¢) Close relations between program planning and personnel 
administration. 

(4) Relation of the State Department's personnel system to the civil 
service —The Committee is of the opinion that the peculiar responsi- 
bilities of the Department of State and the resulting personnel needs, 
particularly in the field of overseas operations, require the creation of 
a personnel system that initially, at least, should be separate from the 
existing Civil Service System. This was likewise the conclusion of the 
Commission for Organization of the Executive Branch of the Govern- 
ment. Insofar as practicable, the proposed system should be in 
harmony with prevailing personnel practices in the Federal Govern- 
ment and should not deviate unnecessarily from them. Arrangements 
should be made to enable personnel to acquire civil-service status. 

(5) The effect of change on employee morale—Finally, the Committee 
considered the important question of the possible effect on work and 
employee morale of any immediate radical change in current systems 
and conditions of employment. Without sacrificing the principle of 
achieving the goals set forth in the above sections, it resolved to recom- 
mend that certain measures be applied gradually so that employees 
will not have to experience financial loss or disruption of careers. 
Any change should be made in a manner that will not deprive the 


Secretary of State of the services of competent persons engaged in 
useful work. 


C. Conclusions and general recommendations 


(1) Conclusions on which recommendations are based.—Prior to the 
formulation of its recommendations, the Committee made a careful 
study of the current personnel systems of the Department of State 
and their administration. From an evaluation of direct testimony 
and a large body of reference material it attempted to determine the 
weaknesses of these systems and practices in the light of the major 
objectives which it felt should be sought. Further discussion of those 
weaknesses will be found in chapter II. The Committee’s conclusions 
can be summarized: 

(a) There are too many variations in the several personnel 
systems being administered by the Secretary of State at the 
present time. These differences are reflected in the operation of 
three systems for American employees of the Foreign Service and 
variation in personnel practices as between Foreign Service and 
departmental people. The latter come under the Civil Service 
System which differs in almost every important respect from the 
Foreign Service systems. These differences have not made for 
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efficient management; moreover, they have created certain morale 
problems by providing permanently unequal conditions of employ- 
ment and status for people doing similar work. Morale has been 
affected by continual changes in tlre organization and administra- 
tion of the Department of State and the Foreign Service, even 
though many of these changes in the long run may result in 
greater efficiency. 

(6) There appears to be a lack of clear understanding between 
the personnel office and other parts of the Department as to their 
respective roles in personnel administration. 

(c) There has not been a sufficiently close relationship between 
program planning and management officers. As a consequence, 
when new activities are undertaken the Department is inade- 
quately prepared to staff them. Also, there has not been a long- 
_range determination of the kinds and degrees of skills required 

in the Department and the Foreign Service. These deficiencies 
have been partly responsible for hasty recruitment and a generous 
recourse to appointments in the Foreign Service Staff Corps to fill 
urgent needs. 

(d) There is an insufficient interchange between people in the 
Department and people in field establishments. The competent 
handling of foreign affairs must be predicated upon an under- 
standing of both the foreign and the domestic scene, with the 
laiter including a knowledge of how the Department of State 
functions in relation to the Government as a whole. Present 
systems and practices have not succeeded in developing this 
duality of qualifications. There are in the Department a very 
substantial number of positions which should be filled by people 
who have had experience in both the field and Washington. 
Many of these are comparable in nature to positions in the Foreign 
Service, which should make for relatively easy interchange. In 
this connection, it is important that the benefits of duality of 
experience be obtained in both substantive and administrative 
areas by maintaining on the staff a reasonable balance between 
people with field experience and people with departmental experi- 
ence. There is a noticeable lack of such balance in a number of 
the offices and divisions of the Department. 

(e) The results of an employee-attitude survey showed that 
while a majority of the people in the Department would be willing 
to serve abroad, they do place certain restrictions on such service. 
Many would be agreeable to accepting such assignments only if 
they are of a temporary character and only if no reduction in 
salary is involved. The general feeling of employees is that it 
would be unfair to cmeael them to accept overseas service as a 
condition of their continued employment. 

(f) The administration of the Foreign Service Act of 1946 has 
not taken full advantage of the possibilities for improving the 
effectiveness of the Department’s whole personnel system. There 
has been no clear distinction as to the purposes for which Foreign 
Service officers and Foreign Service Staff officers are to be used. 
It was found that the functions they are performing overlap 
indiscriminately in many cases. Many staff-officer appointments 
have been made without adequate examinations. Entry into 
the Foreign Service under the provisions of section 517 of the 











26 


PERSONNEL IMPROVEMENT PLAN OF DEPARTMENT OF STATE 


act of 1946 has been extremely limited. Some appointments to 
the Reserve Corps have not served the purposes for which this 
category of officers was intended; namely, to provide specialists 
on a short-term basis. There has been a lack of an adequate 
promotion policy for specialists in the Foreign Service. The 
problems thus created are a matter of concern to the specialists 
themselves and to the Departments of Commerce, Agriculture, 
and Labor. The selection-out system prescribed by the Foreign 
Service Act of 1946 will result eventually in the separation of 
certain officers who are fully competent to perform useful work 
at a given level of responsibility. 

(g) Not enough effort has been made to build up a career 
system within the home service of the Department through the 
recruitment of able young people and their development by broad 
training over a period of years. It is striking to find how few of 
the positions of responsibility in the Department, in both adminis- 
trative and substantive areas, are held by persons who have risen 
from the ranks under the Civil Service System. The lack of 
continuity caused by such rapid turn-over can hardly fail to have 
a detrimental effect on efficiency. 

(hk) The methods of recruitment and examination for junior 
Foreign Service officers have resulted in obtaining young people 
of good qualifications. However, there is need for a more posi- 
tive form of recruitment, reaching wider sources of potential 
talent. Since the end of the war and the renewed possibility 
of normal recruitment, there have been too few appointments 
in the bottom grades of the Foreign Service officer category. 

(i) The rate of turn-over at Foreign Service establishments is 
often excessive and frequently there are simultaneous changes 
in several high-level positions at the same post. This is expen- 
sive and detrimental to efficiency. 

(j) It should be recognized in the establishment of a unified 
personnel system that the conditions underlying overseas service 
impose special requirements as to the type of staff needed, and 
call for special benefits for those serving overseas—such as health 
services, allowances, home leave, and the like. 

(tk) Training programs, though greatly improved in recent 
years, still fall short of recognizable needs. Some of the more 
important of these needs are: training for multilateral negotia- 
tion and service with international organizations; training in 
other agencies of the Government; and training with industrial, 
commercial, and professional organizations. 


(2) Major recommendations.—The Committee’s major recommenda- 
tions are: 


YR 


(a) There should be a single personnel system applicable to all 
people under the direct administrative control of the Secretary of 
State. Such a system would provide a unified, flexible group re- 
cruited and administered under a common set of policies. Em- 
ployees would be assigned at home and abroad as the needs of the 
service might require. The requirement of serving at home and 
abroad, as a condition of employment, should be applied to those 
positions and organizational areas where it is necessary for satis- 
factory performance of duties. Because of the distinctive charac- 
teristics of the conduct of foreign affairs and the fact that many 
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of the people concerned serve abroad, the system should be estab- 
lished initially outside of the regular civil service. This recom- 
mendation is made without prejudice to the possibility of eventual 
development and improvement of the Civil Service System that 
might result in making it suitable for all civilian employees of 
the Government. The integrated personnel system must take 
into account the interests of other Federal agencies concerned 
with foreign affairs. 

(b) A positive personnel program should be developed. It 
should include positive recruitment of the best available people 
for all levels; selection of the most able candidates through a 
rigorous examination system, free from political influences and 
personal favoritism; and a systematic program for developing 
career executives, generalists, and specialists capable of meeting 
the Department’s requirements. 

(c) Studies should be started without delay in order to prepare 
the statutory basis for the integrated personnel system. Action 
on many of the recommendations in chapter II can and should 
be started without waiting for new legislation. Responsibility 
for carrying out these recommendations should be placed in the 
direct line of command under the Secretary of State. 

A full statement of the Committee’s recommendations will be found 
in chapter Il of this report. The steps involved in making the 
transition from the present personnel system to the new system are 
discussed in detail in chapter III of this report. 


CHAPTER II. A UNIFIED FOREIGN AFFAIRS SERVICE AND A POSITIVE 
PERSONNEL PROGRAM 


An analysis of the personnel problems and needs confronting the 
Department of State has led the Committee to make the following 
recommendations regarding the kind of personnel system and per- 
sonnel program which the Department should have for the years that 
lie ahead. In its report the Committee does not wish to detract 
from the many meritorious accomplishments to date, but as a necessary 
part of its task has concentrated its attention on practices or conditions 
that appear to call for corrective measures. 


A. Toward a unified foreign-affairs service 
Recommendation No. 1.—There should be a single, but 
flexible, personnel system for the Department of State and the 


Foreign Service instead of the separate systems that exist at 
present, 


It is the Committee’s belief that the Secretary does not now have 
at his disposal a personnel system adequate to meet the present and 
future needs of the Department. He should have a personnel system 
which is unified rather than divided; that is flexible in meeting new 
problems rather than restrictive; that gives him and his staff the 
full use of employees where and when they are needed; and that 
enhances morale rather than promotes friction. 

There are at present severai personnel systems. People in the 
departmental service are employed under the general Civil Service 
System. Persons in the Foreign Service are employed outside the 
Civil Service under several different systems, divided among the 
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Foreign Service officer, the Foreign Service Reserve, and the Foreign 
Service Staff categories, each with variations in its rules. The 
existence of separate departmental and foreign services is based on 
historical factors of questionable validity today. 

The present arrangement has several yo It raises a 
psychological barrier to the development of a unified staff and tends 
to induce a certain amount of rivalry and misunderstanding between 
the two services and between personnel categories within the Foreign 
Service. Moreover, the Department is ath to make only limited 
use of its employees where and when they are most needed as between 
the home and field services. Although the legal means exists to 
assign those in the Foreign Service to the Department and those in 
the Department to the field, the fact remains that many departmental 
officers, whose work requires an intimate knowledge of a country or 
region, have not been assigned abroad. It is difficult to bridge the 
gulf between the departmental and foreign services, especially to 
staff new or expanded operating programs overseas. This deprives 
the agency of flexibility in the use of ten staff. It is also difficult to 
arrange for overseas employees to have the opportunity, periodically, 
to live and work in the United States. 

In the committee’s judgment, an integrated service under a single 
but flexible personnel system, established along the lines subsequently 
outlined in this report, would enable the Department to overcome 
many of these difficulties. Under the Committee’s proposals, better 
working relations and improved understanding should result; the 
staff should be more effectively used; the overseas staff could maintain 
more adequate contact with the American scene; and the personnel 
function should be administered more efficiently. 

Certain conditions favorable to the establishment of a unified 
service already exist. ‘The Committee found that there is considerable 
similarity in functions and occupations in the departmental and 
foreign services, making it possible to use many employees of both 
services interchangeably. Studies prepared by the Office of Per- 
sonnel indicate that there are about 1,500 departmental positions 
for which overseas experience is either essential or desirable. 

As a condition of employment all members of an integrated service 
should not be required to serve both at home and overseas. The 
basic need is to develop a unified system and career service in which 
the importance of dual service is recognized as one of several factors 
to be considered. 

The Committee rejected the possibility of limiting the proposed 
single personnel system to only the Foreign Service and those positions 
in the Department for which dua experience at home and abroad 
is essential or desirable. Such an arrangement would, in effect, be a 
compromise and would continue separate personnel systems and 
administration. The Committee felt that if its recommendations 
failed to establish an over-all integrated system as the goal of the 
Secretary’s personnel policy, it would be encouraging the adoption of 
a temporary program which would invite the early recurrence of 
the debate over the besic issue of a unified staff. It is apparent that 
frequent changes in organization and personnel administration durin 
the past decade have created morale problems and have jainained 
efficiency. The Department needs a personnel program that will 
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provide an adequate base for progress during the next decade without 
major change. 

In the last analysis the Department of State, including the overseas 
arm, is one agency. A unified Department of State, therefore, calls 
for a unified personnel system. 


Recommendation No. 2.—The personnel system should be 
established outside the framework of the present Civil Service 
System. 


The Committee, like the Commission for the Organization of 
the Executive Branch of the Government, recommends that the 
integrated service be set up outside of the Civil Service System. 

The transition to an integrated service will be difficult. The 
Secretary and his assistants will require a freedom of action greater 
than is possible under civil-service rules to build a personnel program 
to meet the special needs of the Department. One of the services, 
subject to unification, is already outside the Civil Service System and 
that, plus the peculiar conditions involved in having so large a number 
of employees overseas, presents certain problems that can best be 
handled by having freedom of action. If and when an improved Civil 
Service System provides a personnel framework for the Department of 
State that permits flexibility and innovation, consideration could be 

iven at that time to including the unified service under the general 
‘ivil Service. 

Although the Committee recommends that the unified service be 
independent of the present Civil Service System, it should be a career 
service, non litical in character. The personnel policies of the new 
service should be in harmony with civil-service policies and practices 
where practicable. The Department should make arrangements with 
the Civil Service Commission to enable foreign-affairs employees to 
acquire civil-service status in the interest of a flexible Government 
transfer system. In this connection the relationship of the Atomic 


Ener, ommission and the Civil Service Commission may offer a 
useful guide. 


Recommendation No. 3.—The framework of the unified 
personnel system should consist of the following: 
(a) Alien employees 
(b) Consular agents 
(ec) Employees in the foreign-affairs service 
(1) Foreign affairs-officer group 
(2) Foreign-affairs clerical and technical group 


The Committee recognizes that certain top-ranking officials, ap- 
pointed by the President, with the advice and consent of the Senate, 
such as the Secretary, Under Secretary, Assistant Secretaries, and 
Ambassadors and Ministers, constitute a separate group with respect 
to appointment, compensation, and other aspects of personnel ad- 
ministration. By the same token, the Committee recognizes that 
alien employees who are hired locally at overseas posts, and consular 
agents, as provided for in the Foreign Service Act of 1946, constitute 
separate preoue for purposes of personnel administration. In accord- 


ance with its terms of reference, the Committee did not deal with 
these groups. 
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Substantially all other employees at home and overseas should be 
included in a foreign-affairs service. There may be employees in 
certain activities administered under the Department of State, such 
as the International Boundary Commission, who might be excluded 
from the foreign-affairs service. The Department should study this 
matter further. 

The foreign-affairs service should be established by statute. How- 
ever, any division into groups should be left to the Secretary’s ad- 
ministrative discretion. The Committee believes the foreign-affairs- 
service category should consist of two groups. 

The foreign-affairs-officer group would include those concerned 
with policy matters and operations in such fields as political, economic, 
legal, consular, and public affairs. It would include generalists and 
program or functional specialists, but would exclude technicians in 
a narrow sense. This group would also include higher level general 
and specialized administrative positions, such as personnel, budget 
and fiscal, general services, and security. Persons entering this 
group should be able to look forward to a career which may extend 
to top executive positions. 

The foreign-affairs clerical and technical group would include 
crafis, custodial and protective staff; general and specialized clerical, 
stenographic and typing personnel; technicians required for program 
and housekeeping activities, such as motion-picture technicians, radio 
operators, photographers and craftsmen; personnel to perform a sub- 
stantial volume of the routine fact-gathering, research and operational 
work in the several program fields, such as less responsible’ consular 
work or routine economic reporting; and staff to perform the great 
bulk of the various aspeets of administrative services or housekeeping 
activities at the lower and intermediate salary grades, such as courier 
service, accounting, disbursing, communications, procurement, ware- 
housing and supply, customs clearance, transportation, mail and 
records, building and motor-vehicle maintenance, and motor-vehicle 
operation. In effect, this group would supply auxiliary services 
necessary to the maintenance of a going organization. It should not 
be concerned with the more substantive aspects of foreign relations. 
Because of the type of work performed by those in this group, it can 
be expected that the salary scale will overlap the lower salary levels 
of the foreign-affairs-officer group. 

In some respects this group would be comparable to the branch B 
employees in the British Foreign Service. Employees in this branch 
carry out administrative duties or perform certain consular and 
d plomatic functions. For example, a branch B employee may be 
in charge of a small consulate. The committee has been given to 
understand that this arrangement has worked satisfactorily. 

The foreign-affairs service will have a definite need for people on 
limited assignments and legislation should make it possible for the 
Secretary of State to appoint persons to the foreign-affairs service for 
temporary periods not to exceed 4 years, with provision for granting 
reemployment rights to persons assigned under appropriate conditions 
from other Government agencies. However, the present Forei 
Service Reserve should not be retained as a separate category in the 
new basic legislation. Such persons should be given limited-duration 
appointments in the proper group, as outlined above, depending on 
the type of assignment. 
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In proposing the above framework the Committee believes that 
there should be a foreign-affairs service with a single officer group. 
The Committee does not recommend that there be two distinct and 
separate officer categories—one for generalists and one for specialists— 
because the concept of separate generalist and specialist officer 
categories has broken down in practice. 

The Foreign Service Act of 1946 provided for six categories of 
personnel, namely: (1) Chiefs of Mission, (2) Foreign Service officers, 
(3) Foreign Service reserve officers, (4) Foreign Service staff officers 
and cuploeists (5) alien clerks and employees, and (6) consular 
agents. Administrative practice has tended to add to ‘these cate- 
gories by dividing the staff category into staff officers, technicians, 
and clerks. 

The concept of a separate Foreign Service officer group was predi- 
cated on the need for persons of general aptitude, selected by highly 
competitive examination, entering normally at the bottom, trained 
from a comparatively early age, and advancing by merit. Those who 
reached their ceiling of performance at the middle grades were to be 
selected out. The staff category in contrast was to be composed of 
functional specialists, technicians, and administrative and clerical 
personnel, to be appointed at various grades on the basis of aptitude 
for and interest in specialized lines of endeavor, and whose advance- 
ment was not to be geared to filling the top positions in the Service. 

The Committee found that in practice the intended demarcation 
between the Foreign Service and Staff officer categories has broken 
down. The two groups overlap one another to a very substantial 
degree in the political, economic, consular, and public-affairs programs. 
This overlap results in part, but by no means exclusively, from the 
inclusion in the Staff Corps of a sizeable group of noncareer officers, 
and the absorption of a considerable number of economic, information, 
and other specialists into the Staff category from the wartime Foreign 
Service Auxiliary. An analysis of certain officer assignments shows 
no clear occupational or functional differences between Staff and For- 
eign Service officer categories, which is contrary to the reasons given 
for the existence of the two groups. For example, a recent review of 
the incumbents of specialized positions in the economic and agricul- 
tural fields shows that such positions are filled by 103 Foreign Service 
officers, 34 Foreign Service Reserve officers and 70 Foreign Service 
Staff officers. ‘The overlap between categories is cause for real con- 
cern, since different personnel policies apply to each with respect to 
recruitment, examination, appointment, compensation, promotion, 
and retirement. 

People in the clerical and technical group should be given the oppor- 
tunity and encouraged to qualify for transfer to the foreign-affairs- 
officer group, subject to adequate examination. 


Recommendation No. 4.—The unified personnel system 
should meet the needs of other departments and agencies of the 
Government having a concern in foreign relations 


The Committee firmly believes that there should be a single foreign- 
affairs service under the Secretary of State who should have authority 
under basic legislation, over the operation and management of its 
personnal system. However, other departments and agencies have 
a concern with foreign relations and the new service should take care 
of their legitimate needs. 
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These agencies should be able to recommend persons for temporary 
assignment to the Foreign Affairs Service. These designees must be 
acceptable to the Department of State. Conversely, the Foreign 
Affairs Service should be able to assign its staff to other Government 
agencies so that they may obtain useful and productive experience. 

Interagency machinery should be strengthened to coordinate 
reporting schedules and program plans, and for consultation on broad 
management and personnel policies, but such machinery should not 
concern itself with details of administration. The cooperation of 
other agencies should be obtained in developing recruitment sources 
for specialized staff. Their assistance should be sought with respect 
to services rendered them by the foreign-affairs service. For example, 
they should define the type and quantity of reporting which they 
desire and they should prepare the necessary technical instructions. 
They should, as at present, furnish the Department of State with 
evaluations of reports prepared by the foreign-affairs service. 

Evidence considered by the Committee showed that, from the 
standpoint of the end-user agencies, there is some dissatisfaction with 
present practices, particularly the assignment and promotion of 
specialists. The Committee believes that the type of personnel 
system it proposes will meet the requirements of the end-user agencies, 
including recognition of specialists. 


Recommendation No. 5.—The unified personnel system 
should be established by statute 


It is apparent that new legislation will be required to establish the 
unified personnel system recommended by the Committee. Such 
legislation should not be detailed in its provisions, but should give the 
Secretary of State authority to exercise broad administrative discre- 
tion with respect to the details of the personnel system. This matter 
is discussed in more detail in the chapter that follows. 

B. A positive personnel program 

The establishment of a unified service must be accompanied by a 
positive personnel program if it is to be successful. Those in charge 
of the program must show imagination and skill in determining the 
staffing needs of the Department of State at home and abroad, and 
must demonstrate initiative in tapping the various sources of people 
inside Government and out of it. The best available persons should 
be brought into the service and, if they develop satisfactorily, should 
be able to make a career in the foreign-affairs service. 


(1) Positive recruitment— 


Recommendation No. 6.—Positive personnel administration 
should begin with a positive program for recruiting new staff, 
based on a current and comprehensive knowledge of present 
and probable future needs of types, qualifications, and numbers 
required, 


The Department has not yet developed an adequate inventory of 
long-term needs for manpower, nor has it fully succeeded in developing 
high-quality sources of manpower from which to recruit. Both of 
these needs must be met in order to assure the successful operation 
of a foreign-affairs service. 
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The Office of Personnel should maintain a continuing relationship 
with the principal educational, industrial, commercial, and financial 
institutions, particularly those in the international field, enlisting 
their aid in recruiting. Program officers in the Department and 
other agencies should be asked to assist in finding outstanding pros- 
pects. There should be panels of prospective specialists for either 
Ya tape or permanent appointments. 

More should be done in a positive way to obtain able young persons 
and to train them to rise to positions of responsibility. The recruit- 
ment of competent employees at the entrance level is the cornerstone 
of a career service. The best candidates do not necessarily apply 
for employment in the absence of positive efforts to attract them. 
Therefore, there should be close working relationships with colleges 
and universities throughout the. United States in recruiting junior 
foreign-affairs officers. Many individuals in all parts of the country 
who are familiar with foreign affairs, including former employees of 
the Departmental and Foreign Services, can help attract qualified 
applicants. 

The Department of State is in a most favorable position to attract 
qualified young people to its service. The prevailing interest in 
foreign affairs makes this field attractive to thousands of the best 
products of our universities and graduate schools. For many, the 
possibility of overseas service is a positive incentive rather than a 
deterrent. The personnel program should capitalize upon this 
interest. To do this effectively recruitment officers should be able 
to state affirmatively to potential recruits the various fields of em- 
ployment and the kinds of careers the Department can offer. 


(2) Examination and selection.— 


Recommendation No. 7.—Entrance level appointments in the 
foreign-affairs-officer group should be based on a rigorous and 
comprehensive written, oral, and physical examination. 


While the present examination and appointment systems have many 
desirable features, there is room for considerable improvement. ‘The 
Committee recognizes that the expansion of the departmental service 
during the war and postwar years required considerable lateral re- 
cruitment at practically all levels. However, except for the interne 
program and the recruitment of junior economic officers, very little 
recognition has been given to the recruitment of younger persons at 
the junior professional grade. Also, the Department has recruited 
its employees for the home service essentially for specific positions 
without sufficient attention either to broader potentiality for foreign- 
affairs work or willingness or ability to serve overseas. 

In the case of the Foreign Service, present practices for selecting 
class 6 Foreign Service officers attract a high-caliber individual. The 
examination procedure is thorough and free from political influence. 
It results in the selection of intelligent and educated individuals, 
generally possessing a high devotion to duty and potentiality for 
development. 

However, the Committee believes the present examining system 
gives insufficient weight to the social sciences and to specialized 
aspects of foreign relations, such as economics, agriculture, and public 
affairs. For example, despite the importance of economic skills in 
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the conduct of foreign relations, the present written examination 
requires only an elementary knowledge of this subject. 

Under the present examining procedure there is a long delay between 
the time the written examination is given and the time appointments 
are actually made. One danger of this time lag is the loss of the better 
candidates who, despite a genuine interest in entering the Foreign 
Service, cannot afford to turn down other employment offers. 

The Committee believes that the present examination system for 
class 6 Foreign Service officers lends itself in general to the selection 
of foreign affairs officers at the entrance level. The Committee 
recommends some modifications, as follows: Candidates would be 
required to take a written examination consisting of two parts. The 
first part. would be for all eligible candidates and would test for such 
factors as intelligence, facility in written expression, and a knowledge 
of American history, institutions, and traditions. The second part 
would be composed of such options as economics, agriculture, public 
affairs, administration, and political affairs. Candidates would be 
permitted to select an option. The number of options to be used and 
the number of candidates established on registers of the several options 
would be predetermined by current and future needs. 

In view of the variety of occupations required in foreign-affairs 
activities, the use of subject-matter options is essential to a sound 
selection system. Such a system of options should attract able 
young people with different specialities who have majored in or done 
graduate study in the social sciences or professions. This should aid 
in building career ladders in the several broad occupational fields re- 
quired in foreign affairs. 

The Committee believes that members of the foreign-affairs service 
should possess a high degree of emotional stability. The Committee 
recommends that expert opinion should be sought as to practical 
methods for determining this quality. 

The Department should also consider whether language-aptitude 
testing might be used in addition to testing in a specific language. 

As under the present system, the written examination should be 
supplemented by a thorough oral examination designed to evaluate 
those qualities which can be tested by this means. A thorough physi- 
cal examination should continue to be a part of the selection process, as 
should a searching investigation and evaluation of facts concerning 
character and loyalty, as well as previous training, experience and 
education. Eligibility requirements should be maintained relative to 
such factors as citizenship, age, and alien marriage. 


Recommendation No. 8.—Provision should be made for lateral 
entry into the middle and higher grades of the foreign-affairs- 
officer group, as required by the best interests of the Department. 


Present appointment practices in the departmental service indicate 
a substantial measure of outside recruitment at all levels. For exam- 
ple, during the period January—June 1949, of 132 appointments in the 
professional service, only 10 were made at the P-1 or junior grade, 
whereas 55 appointments were made at grades P-5 and above. A 
similar pattern is indicated for appointments at grades CAF-7 and 
above. While the Committee believes lateral recruitment is both 
desirable and necessary, it considers that there has been an overem- 
phasis on lateral recruitment in the departmental service. 
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The opposite applies to the recruitment of Foreign Service officers 
under the Foreign Service Act of 1946, which contemplated entry pri- 
marily at class 6, the lowest level. However, section 517 of the act 
does provide for lateral entry into classes 1 through 5 from among 
employees of the Department and the Staff and Reserve categories, 
subject to examination administered by the Board of Examiners. 
Between November 1946, when the Foreign Service Act took effect, 
and June 1948, when the current regulations concerning lateral 
appointments were promulgated, only six appointments were made 
under section 517. In fiscal year 1949, eight appointments could 
have been made to classes 1 through 4, but only five were made. 
That same year, 10 appointments could have been made to class 5; 
however, only 10 applicants applied, none of whom was successful. 
Thus far during fiscal year 1950, 69 persons have applied for entry 
under section 517, 44 of. whom have been designated for examination. 
Four candidates have been examined for class 5 but none has been 
successful. For the second successive year, none of the class 5 appli- 
cants has been able to pass the written examination. 

It is difficult for the Committee to understand why so few lateral 
appointments have been made under section 517 as compared with 
the number of appointments made at all levels in the Foreign Service 
Staff category. In this connection, there is little evidence that posi- 
tive efforts have been made to attract top-notch Department and 
Foreign Service Staff and Reserve personnel to compete for lateral 
entry into the Foreign Service officer category. As for class 5 can- 
didates, the failure of candidates to pass the written examination sug- 
gests that the examination may be incorrectly designed for an older 
group well out of its college days. In contrast to the practice con- 
cerning the Foreign Service officer category, liberal use has been made 
of lateral entry in the selection of Staff officers. The chief weakness 
here has been the comparatively loose selection and examining program. 

One of the most difficult problems in operating a career service is 
to maintain a proper balance between the entry of junior officers at 
the bottom and lateral recruitment of more mature persons at the 
middle and upper grades. The balance is affected by many factors, 
including the need for new blood and the needs of new or expanded 
programs. 

The Committee recommends that needs for additional foreign- 
affairs officers above the entrance level normally be filled as follows: 
(1) by transfer or promotion of qualified officers; (2) by giving regular 
appointments to temporary appointees qualified for and interested 
in long-term service; and (3) by outside recruitment. One of the 
advantages of the unified service is that, in staffing field operations, 
it will be possible to make fuller use of persons who are now employees 
of the Department. 

Lateral recruitment should be undertaken only after a thorough 
canvass of the resources of the service. The Committee believes 
untold harm will be done to the service unless lateral recruitment is 
properly geared to a qualifying process. This process need not include 
a pe eee cies written examination, although candidates should be 
required to demonstrate their ability in written expression. It 
should include a thorough oral examination, careful evaluation of 
loyalty, training, education, and experience, and a physical exami- 
nation. 
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Recommendation No. 9.—In the foreign-affairs service there 
will be a need for temporary at iecdantae in the 
officer group. Appointments should be made only after careful 
recruiting and screening. 


Temporary employees should be used for the following purposes: 

(a) To carry out projects or special programs of a temporary 
or emergency nature. 

(6) To help staff new programs of a continuing nature, as well as 
large-scale expansion of existing programs, particularly during 
the first year or two of operation. As soon as practicable, per- 
manent appointments under established examining and selection 
procedures should be made. 

(c) To enable employees of other Federal agencies, having 
substantive responsibilities in the field of foreign relations, to 
obtain useful and productive overseas experience under an inter- 
agency exchange program, with commitments for reinstatement. 


Recommendation No. 10.—The clerical and technical group 
should be staffed through positive recruitment and a comprehen- 
sie examining program. 


Based on experience to date. a vigorous recruitment and examining 
program will be necessary in selecting clerical and administrative 
services personnel. The service should make full use of tests of 
clerical ability and aptitude, supplemented by such practical means 
as can be developed for ascertaining emotional stability. People 
able and willing to serve at home and abroad should be given pref- 
erence in employment, other factors being equal. Americans re- 
cruited abroad should meet the same high standards as those recruited 
in the United States. Provision should be made for the advancement 
of the more-able employees to fill positions at the intermediate and 
middle levels, especially in administrative services operations both at 
home and overseas. The service should avoid recruiting clerical 
employees for overseas service from among college graduates whose 
interest cannot long be sustained when assigned to routine clerical 
work. 


Recommendation No. 11.—A positive probationary program 
should apply to all new appointees in the Foreign-affairs service, 
other than temporary staff. 


The probationary period of employment is not being adequately 
used, particularly in the departmental service. The Committee 
believes that the probationary period is the best time to sort out 
those who do not achieve the high standards necessary in a foreign- 
affairs career. During that period, which probably should not be oes 
than 2 years, there should be continuing appraisal by supervisors and 
prompt action, including termination, of those who, after a fair trial, 
do not meet the required standards. 


(3) Classification and pay.— 
Recommendation No. 12.—Classification standards should be 


used to identify the types and levels of work as a guide to recruit- 
ment, salary determination, assignment, and promotion, 


The Committee recognizes that the conditions under which any 
foreign service operates make it necessary and desirable to use classifi- 
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cation more as a gu®le than as the determinant of an individual’s salary 
rating. In the home and overseas services it would be impractical to 
adopt a rigid policy which would require salaries to correspond to 
classification grades in every case. Classification standards can be of 
great benefit to the management in determining salary levels, qualifi- 
cations required, and promotional opportunities. If properly adminis- 
tered there should be a high correlation between the rank of the in- 
dividual and the classification of the position to which he is assigned. 


Recommendation No. 13.—A single salary schedule, similar 
to the present General Schedule as provided in the Classification 
Aet of 1949, should apply to the proposed foreign-affairs service. 


Within the present Foreign Service there are two separate salary 
scales: one for Foreign Service officer and Reserve categories and one 
for the Staff category. The latter has a lower pay ceiling which has 
been a basis for morale difficulties. The difference between Foreign 
Service and Classification Act salaries make it more difficult to transfer 
or assign Federal civil-service employees to the Foreign Service. Con- 
sequently, the Committee has concluded that a single salary scale, 
based on the present General Schedule provided in the Classification 
Act of 1949, should be developed for the foreign-affairs service. It 
would be desirable to use salary rates provided under this act, although 
it may be found that fewer salary grades are necessary. The com- 
pensation plan should make suitable provision for such related matters 
as holiday and overtime pay. Changes in the salary schedule can be 
made with fairness to present employees. 

Salary differentials are paid to Foreign Service Staff employees when 
assigned to hardship posts. This differential is not paid to Foreign 
Service officers and Deontes officers. The Committee recommends 
that salary differentials be paid to all persons in the foreign-affairs 
service when assigned to hardship posts and that extra credit toward 
retirement for service at unhealthful posts, as presently applying to 
Foreign Service officers, be discontinued. 


(4) Developing people on the job.— 


Recommendation No. 14.—The foreign-affairs service should 
provide a planned program of career development, assignment, 
and use of employees. 


The Department of State must develop a large part of its professional 
and executive staff. This calls for a planned program of developing 
foreign-affairs executives, generalists, and specialists, to be carried 
out from the time of initial selection through a progressive system of 
training, placement, and promotion. 

The Ticsoctasent has made commendable progress in developing its 
people through such means as the Foreign Service Institute training 
programs, the executive-development program, and the assignment- 
planning program of the Foreign Service Personnel Division. Not- 
withstanding the progress made to date, more needs to be done. The 
type of program contemplated by the Committee is as follows: 


(a) Systematic career plans should be developed to produce, 
through training and experience, persons qualified to fill most of 
the replacement needs of the service at the middle and higher 
levels. These plans should take into account long-run needs for 
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executives, generalists, functional specialits, and area specialists; 
balance between home and field assignment; and the need for 
dual experience at home and abroad. Career programs should be 
reappraised regularly and modified when necessary, because of 
day-to-day operating requirements or emergency developments. 

(6) The interchange of personnel between home and field should 
not be limited to only those positions where dual experience is 
necessary or desirable. 

(c) The assignment program should be applied to meet the 
need for enabling personnel to maintain adequate understanding 
of conditions at home. 

(d) There should be increased assignment of staff to other 
agencies, both inside and outside the Government, and people 
from other agencies and institutions should be assigned for tem- 
porary periods to the home and field services of the Department 
of State. In this connection, the Government as a whole would 
profit by a program of transferring foreign affairs officers to posi- 
tions of responsibility in other agencies of the Government con- 
cerned with foreign affairs. 

(e) Employees should be given training and experience in the 
work of the American delegations to the United Nations and its 
specialized agencies and to international conferences. Responsi- 
ble officials have stressed to the Committee the fact that such 
multilateral assignments differ materially in techniques from those 
used in the more traditional bilateral situations. 

(f) There should be careful planning in determining tours of 
duty abroad. The average length of assignment at a foreign 
post under present practice is less than 3 years. This results in 
frequent reshuffling of staff, which is both costly and inefficient. 
The average tour of duty at overseas posts should be increased, 
particularly for the officer group, although the need for relief 
from hardship posts should be recognized. In the interest of 
continuity, greater effort should be made to provide some over- 
lap in assignments at posts. Limitation on the length of time 
foreign-affairs-service officers are assigned to the United States 
or to posts abroad should not be fixed by statute but should be 
determined by administrative regulation. 

(g) Assignment planning and training should have as a major 
objective the development of a versatile staff. This is essential 
because of the dispersion of posts of varying size throughout the 
world. The Department should determine the extent to which 
the foreign-affairs service needs generalists, since it is neither 
feasible nor necessary to develop each and every officer as a 
generalist. Officers who are to undergo a variety of work assign- 
ments and training should be carefuily selected on the basis of 
demonstrated aptitude to perform a broad range of work in differ- 
ent fields, including ability to supervise and coordinate the work 
of others. In this connection, the Committee wishes to point 
out that occupational groupings, should be used as an aid to 
orderly recruitment, assignment, training, promotion, and other 
personnel activities. Such groupings should not be regarded as 
watertight compartments which restrict or limit the use of per- 
sonnel to a single field of activity. 
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(k) The present training program and resources of the Foreign 
Service Institute should be expanded to apply to all people in 
the foreign-affairs service. In this connnection, it might be de- 
sirable to rename the Foreign Service Institute and call it the 
Foreign Affairs Institute, and have it serve as the focal point 
within the Federal service for training in foreign relations. Ex- 
amples of other training that would be desirable include training 
in multilateral relations; training supervisors in techniques and 
methods of supervision; training executives in the principles of 
organization and administration; placing greater emphasis on 
language training. Satisfactory completion of training courses 
should be one basis for establishing eligibility for promotion in 
various occupational fields. Finally, there should be more atten- 
tion given to training at larger posts in the field. 


Recommendation No. 15.—Promotions should be made on 
the basis of a regular and systematic evaluation of employee 
qualifications. 


In the departmental service too many positions at higher grades 
are filled by outside recruitment and there is no systematic and regular 
evaluation of employees for promotional purpose on a Department- 
wide basis. 

Considerable progress has been made in developing a system of 

romotion in the Foreign Service. However, because of the overlap 
are the Foreign Service officer and Staff officer categories, the 
Committee questions the basis on which the number of promotions 
in any given year is determined. In the Foreign Service officer cat- 
egory, generalists appear to be in a more favorable position than 
specialists in the matter of promotions. Moreover, the present six 
classes in the Foreign Service Officer Corps are probably too few to 
furnish adequate promotional incentives. 

As for the Foreign Service Staff, during the past year the promotion 
system has been improved, but is impeded by the lower pay ceiling 
and the overlapping salary ranges. 

The Committee believes that promotions should rest on _ the 
principle of competitive merit, with provision for weeding out those 
officers who consistently fall in the lowest range of their class. A 
promotion system based on periodic evaluation of employees in their 
broad occupational fields and in relation to anticipated vacancies 
while it has disadvantages, appears to be best suited to the needs of 
the foreign-affairs-officer group. Such a system should include the 
following: 


(a) The promotion structure should be developed within 
broad occupational fields. The number of officers in each class 
should be determined on a basis of realistic relationship to 
classification of positions and not in accordance with an arbitrary 
mathematical formula. This will require a careful study to 
define the occupational groupings and placement of officers in 
those groupings for promotion purposes. 

(6) Officers whose performance and work interests indicate 
that they should pursue a specialized career should be compared 
on a class and occupational basis with similar specialists for 
promotion to the next higher class. 
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(c) Generalists should be considered for promotion within 
the occupational field in which they have recently served. How- 
ever, in view of their more varied backgrounds, consideration 
should be given to their experience in other fields in forming an 
over-all judgment on promotions. 

(d) Generalists and specialists should compete for positions 
of command, including those which involve direction or coordi- 
nation of a variety of program activities. Executive ability and 
leadership qualities should be stressed in making such selections. 

(e) It should be possible to promote officers of outstanding 
ability witbin a shorter time limit than may be normal, and it 
should also be possible for such officers to be promoted more 
than one class at a time. 

(f) The Committee approves the practice of using selection 
panels for determining fitness for promotion. 

(g) Provision should be made to enable clerical staff to qualify 
for officer positions through appropriate examination. Persons 
in the clerical and technical group should be regularly evaluated 
for promotion. 


(5) Eliminating the less fit— 


Recommendation No. 16.—Regular use should be made of a 
selection-out system to eliminate persons who are either incom- 
petent or consistently below standard. 


The departmental and foreign services have experienced difficulty 
in separating employees for unsatisfactory performance. The selec- 
tion-out system in the Foreign Service Act of 1946 provides for the 
separation of Foreign Service officers in classes 2 through 6 who are 
not promoted to a higher class within a certain period of time. Selec- 
tion-out has the effect of forcing attrition at a more rapid than normal 
rate to bring the more-able people to top positions and to prevent 
the accumulation of time-serving deadwood. Thus far, selection-out 
has been used very sparingly; only two officers above class 6 have 
been selected-out during the first 3 years that the 1946 act has been 
in effect. 

The Committee believes that selection-out on the basis of nonpro- 
motion is not in the best interests of the Service because such a system 
would eliminate officers who are fully capable of assuming important 
responsibilities at middle grades. However, the Committee recog- 
nizes the need for eliminating the less competent and believes a selec- 
tion-out system is important in a career service. The question is 
one of method, not of objective. 

Accordingly, the Committee recommends a system which would 
eliminate officers consistently rated in the lower 10 percent of their 
competitive group. The system should be applied to all foreign- 
affairs officers, unless the number in a highly specialized group is so 
small that its application would be impracticable. Such exceptions 
should be made only after careful review and with the approval of 
the Deputy, Under Secretary for Administration or his designated 
representative. Persons separated as a consequence of selection-out 
should be assisted in obtaining employment elsewhere. 

(6) Incentives and benefits —In dealing with the problem of incen- 
tives and benefits the Committee believes that there are other than mon- 
etary considerations which affect the morale of conscientious employees 
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in the public service. The top executives, supervisors, and personnel 
staff should keep uppermost in mind the fact that the service consists 
of human beings. The Committee believes that consideration should 
be given to providing additional incentives and benefits for those 
assigned overseas, particularly on matters of health and education. 


Recommendation No. 17.—A single leave program should 
apply to the new service, with a higher rate of leave for overseas 
service than for service wn the United States. 


When serving overseas people should have a higher rate of leave 
accumulation, both annual and sick, than when assigned to the 
United States. Persons while on assignment in the United States, 
or who serve exclusively at home, should not receive leave benefits 
in excess of those applicable to Federal civil-service employees. 

The home-leave program should be continued as an essential feature 
of the new service. Eligibility for home leave should not be lost by 
an individual who visits the United States at his own expense or who 
takes annual leave when in the United States on consultation. 

Large-scale accumulations of annual leave represent heavy terminal- 
leave payment liabilities, defeat the essential purposes for which leave 
is granted, and should be avoided to the extent practicable. 


Recommendation No. 18.—All members of the unified service 
should be placed under a single retirement system. 


All staff at home and abroad should be under a single retirement 
system. This system should make provision for increased retire- 
ment credits for overseas service. From an administrative stand- 
point and from the standpoint of Government-wide policy and ease 
of interagency transfer, there would be advantages in having the 
system integrated into the Civil Service Retirement System. How- 
ever, studies should be made to determine whether this could be done 
without diminishing the total benefits now in effect. 


(7) Other considerations. — 


Recommendation No. 19.—The development and administra- 
tion of the personnel program should be actively supported by the 
top officials of the Department, and operating officials and the 
supervisory staff should assume greater responsibilities in 
personnel matters. 

The Director of Personnel and his staff will require support and 
guidance to put into effect the kind of personnel program outlined 
in this report. Consequently, the Committee urges that top officials 
give a maximum of their time and support to the development and 
administration of the personnel system and program, especially in 
the period of transition to the new system. 

A second need is for the policy and program planning officers of the 
Department to work closely with the Director of Personnel and his 
staff so that the personnel program can be geared as closely as pos- 
sible to anticipated future program developments. The Committee 
did not find that this type of relationship has been successfully estab- 
lished to date. 

With respect to the relationships between the personnel staff and 
eens officials and supervisors, the Personnel Office has a respon- 
sibility for providing efficient operating services as, for example, 
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recruitment. It must assume leadership in developing policies that 
will facilitate rather than complicate execution of the work program. 
It must steer a prudent course between reliance on persuasion and 
eo authority in reconciling competing interests among operating 
officials. 

Testimony before the Committee indicated that there is not a clear 
and mutually accepted understanding between the Personnel Office 
and certain of the operating units of the Department as to their 
respective responsibilities in the field of personnel administration. 
The Committee believes that those responsibilities should be clearly 
defined. Under the unified personnel system the regional bureaus and 
other operating units of the Department should assume greater 
responsibility with respect to such personnel matters-as the develop- 
ment and utilization of employees on the job. The Personnel Office, 
however, should be the point of principal responsibility in the Depart- 
ment for personnel policy determination and coordination, and should 
perform certain operating functions, such as recruitment and exami- 
nation. 


Recommendation No.’ 20.—The Personnel Office should be 


organized on functional lines. 


As the integrated service becomes a reality, the present organization 
of the Office of Personnel, on the basis of departmental and Foreign 
Service, will cease to have meaning. The Department and Foreign 
Service units should then be merged and organized on a functional 
basis as an integral part of establishing a unified system. 

It is recommended that the name of the Board of Examiners for the 
Foreign Service be changed to the Board of Examiners for the Foreign 
Affairs Service. Its members should be designated by the Secretary 
of State and should include representatives of other agencies having a 
substantial interest in the foreign-affairs programs administered under 
the Secretary of State. The Board should make recommendations 
to the Secretary of State concerning the policies, standards, and 
examination methods to be used, including the nature and content of 
the entrance level examination for officers and any other assembled 
examinations to be given, and the policies and procedures relating to 
lateral entry, all to be based solely on the merit principle. All appoint- 
ments to the foreign-affairs service should be made in accordance with 
standards fixed by the Secretary with the advice of the Board. 

The Committee recognizes the need for machinery such as the Board 
of Foreign Service. The Committee therefore recommends that the 
Board of Foreign Service and such subboards as it may establish 
should be concerned with broad administrative policy only. Admin- 
istration by committee invariably leads to dilution of decision, espe- 
cially when decisions concern such day-to-day matters as appoint- 
ments, assignments, and separation of staff. As a consequence the 
Appointments and Assignments Board, as presently functioning, 
should be abolished. 


CHAPTER III. TRANSITION TO A FOREIGN AFFAIRS SERVICE 


The Committee believes that the plan for a new personnel system 
and program set forth in its report should be put into effect as early 
as practicable. Responsibility for carrying out its recommendations 
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should be placed in the Department’s direct line of command, thereby 
making action taken a part of normal operations. Those responsible 
for making changes and improvements in the personnel system and 
its operation should work constantly toward the end objective, 
namely, the establishment of a single personnel system. 


A. Administrative action 


It is neither necessary nor desirable to postpone action on many 
of the Committee’s recommendations until new legislation is enacted. 
The following should be undertaken with a minimum of delay: 

1. Complete certain studies that will provide a basis for much of the 
integrated personnel system, including defining the occupational 
groups and the classification system to be used; fixing entrance pro- 
cedures and the kind and the content of entrance examinations to be 

iven; determining methods and procedures for lateral recruitment; 
ixing a salary schedule and a plan for its application to present 
oon ees; developing a retirement plan; determining policies and 
procedures to govern promotion and assignment; determining the 
details of the tefationship to the Civil Service System, including means 
whereby employees will acquire civil-service status; and drafting the 
needed legislation. 

2. Identify those positions in the Department for which dual expe- 
rience is essential or desirable and see to it that as many of these 
positions as possible are filled by persons with overseas experience, 
including, as a consequence, the assignment of more Foreign Service 
people to the Department. 

3. Develop a recruitment program that will more nearly meet the 
needs of a foreign-affairs service. For example, those positions in the 
Department for which experience at home and abroad is required, 
should be filled by people willing and qualified to serve abroad. 

4. Start on a program of positive recruitment, conducting as far as 
practicable, the examination system recommended in this report, in- 
cluding subject-matter options. This action should be taken par- 
ticularly in selecting class 6 Foreign Service officers and departmental 
ipternes. : 

5. Develop more complete and accurate forecasts as to the number 
and types of skills needed at home and abroad over a period of several 
years and use this information as a basis for hiring, training, and 
developing staff. 

6. Determine through interviews, questionnaires, or other means 
how many departmental employees are willing to serve overseas, in- 
cluding the limitations on their availability, and also determine the 
interest which Foreign Service personnel have in serving in Washing- 
ton. In this connection develop and apply standards to determine 
the suitability for service overseas of departmental people willing te 
serve abroad, starting with those serving in positions for which over- 
seas experience is essential or desirable. 

7. Increase the exchange of staff between Washington and the field 
and with other departments of the Government through consultation 
with people as to their career interests, and develop a system of incen- 
tives which will include reinstatement guarantees and recognition in 
promotions of the value of such exchange experience. 

8. Develop an improved promotion program for the departmental 
service and give more weight to occupational specialization as a promo- 
tion factor for Foreign Service officers. 
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9. Make greater use of the interne program, retaining the require- 
ment for overseas service. 

10. Reduce to a minimum, during the interim period, the hiring of: 
Foreign Service Staff officers at levels and in occupations that clearly 
overlap the functions of Foreign Service officers, and substitute more 
employment into the Foreign Service officer category, particularly at 
the lower levels. Those presently serving satisfactorily in the Staff 
Corps should be retained and should be given every opportunity to 
qualify for entrance into the Foreign Service officer corps under 
existing procedures governing lateral entry. Also avoid the employ- 
ment of Reserve officers for work of a continuing or permanent nature, 
except as part of the exchange or interchange program. 

11. Make more effective use of the probationary period for all new 
employees of both the Foreign Service and the Department as a part 
of the selection system. 

12. Expand the facilities and program of the Foreign Service 
Institute to include the training of all staff concerned with foreign 
affairs both in the home and field service, with particular reference to 
departmental employees who may serve abroad. 

13. Improve Foreign Service assignment methods, especially to 
overcome too-short tenure at a post and too many staff changes in a 
short time. 

14. Make judicious use of selection-out and other means to elim- 
inate those in the foreign and departmental services who are incom- 
petent or are of marginal value. 

15. Develop a plan for the reorganization of the Office of Personnel 
consistent with the proposed single personnel system, including 
operating procedures and delegations of authority. 


B. Needed legislation 


The Department should determine what legislation will be needed 
to set up an integrated personnel system outside of the civil service. 
Such legislation should be drafted as quickly as is consistent with 
soundness, and efforts should be made to secure its enactment in the 
Eighty-second Congress. 

The Committee suggests that the new legislation should not be 
too detailed, since it would be unwise to prescribe many aspects of a 
new personnel system by rigid statutory provisions. Legislation 
should be drafted in a manner giving the Secretary of State the 
authority to exercise broad administrative discretion with respect to 
details of the personnel system. 

However, certain statutory safeguards are necessary, including— 

(1) Protection of the personnel system from political and other 
favoritism and pressure. 

ae Establishment of a career system in the field of foreign 
affairs. 

(3) Establishment of the foreign-affairs service outside of the 
Federal Civil Service System, but with provision for employees 
in the foreign-affairs service to acquire civil-service status. 

(4) Provision for lateral entry into the foreign-affairs service 
at any level. 

(5) Determination of a salary schedule. 

(6) Provision for a retirement system. 
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C. The need for patience > 


Although a number of steps leading to an integrated foreign-affairs 
service can and should be taken immediately, as outlined in section 
A of this chapter, the Committee is not suggesting ill-advised haste. 

In recent years, the British have acted on the problem of establish- 
ing an integrated foreign-affairs service. No attempt was made to 
create a new foreign-affairs personnel system overnight by disrupting 
the existing systems. A statutory basis for a new system was provided 
and the objectives were determined. Administrative action was then 
taken to achieve those objectives. However, the administrative 
action has been accomplished with due regard to the interests and 
requirements of the people affected; has shown the application of 
long-range planning in recruitment and assignments; and has allowed 
certain natural forces, such as retirement, to operate. A similar 
approach by the Department is recommended. 


CHAPTER IV. EMPLOYEE MORALE AND ATTITUDES TOWARD INTEGRATION 


The Committee obtained employee views on various issues relating 
to an integration of the departmental and foreign services and on 
employee morale in general, c distributing an attitude questionnaire 
to about 1,200 Foreign Service employees and 1,000 in the depart- 
mental service. The 1,200 included, in addition to a field sample of 
1,000, the majority of Foreign Service employees on assignment in 
Washington. The response was extremely good, 76 percent of the 
questionnaires being returned by departmental employees and 67 
percent by.the Foreign Service. (A copy of the questionnaire and a 
summary of the results are to be found in appendix D.) 


The National Opinion Research Center, an independent organiza- 
tion, provided professional assistance in preparing the questionnaire. 
The questionnaires were distributed to a carefully selected sample of 
civil-service officers, civil-service clerks, fae Service officers, 


Foreign Service Reserve officers, and Foreign Service Staff officers 
and clerks. The identity of the employees was not revealed. The 
questionnaires were returned in sealed envelopes and were forwarded 
to the National Opinion Research Center for analysis. 


A. Employee morale 


There are unusual factors affecting morale in any organization 
having employees in isolated posts abroad. In spite of this factor 
and the uncertainties arising from recent reorganization, external 
criticism of the Department, and the world situation, internal morale 
in the Department and Foreign Service appears to be remarkably 
good. Most of the staff at home and abroad find their work interesting 
and worth while and have good working relationships with fellow 
workers and supervisors. Complaints for the most part related to 
monotonous work, heavy workloads, cumbersome and unnecessary 
procedures, and difficult living conditions at certain posts. Work 
satisfaction is highest among Foreign Service officers and Foreign 
Service Reserve officers, lowest among civil-service clerks and Foreign 
Service clerks. 

The Committee does not find that a serious cleavage now exists 
between departmental and Foreign Service employees. There is a 
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certain amount of friction between the home and overseas staff which 
is typical of any organization having home and field offices. Within 
the Department proper there is not a clear understanding of the 
specific responsibilities of the regional bureaus, the administration 
area, and some of the fintenat offices, and this appears to have 
affected morale adversely. 

Of greater concern to the Committee were the morale difficulties 
which have arisen within the Foreign Service, primarily between the 
Foreign Service officer and Staff categories. Many Foreign Service 
officers are concerned with the proportionately greater growth of the 
Staff Corps. They feel that many positions filled by Staff officers 
should be held by Foreign Service officers, under the terms of the 
Foreign Service Act of 1946. They consider that Staff officers are 
appointed by loose selection methods, whereas Foreign Service officers 
are required to-meet much more rigorous standards. They point out 
that Staff officers are not subject to selection-out and in this sense 
have greater security. It is interesting to note in this connection that 
only 33 percent of the Foreign Service officers polled favored retention 
of the selection-out system as it is now applied. 

Many Staff officers, on the other hand, feel that their promotional 
opportunities are too limited; that they are handicapped by a lower 
salary ceiling and a less favorable retirement system; and that, in 
general, they are given less favorable professional and social status. 

In the case of clerical staff, admitting that the maintenance of good 
morale among employees engaged in routine work is often difficult, 
the morale problem is accentuated by overrecruitment and con- 
sequent poor placement. Low morale is aggravated in many posts by 
adverse living conditions and by limited social and recreational 
facilities. 

B. Employee attitude toward integration 


Analysis of the results of the employee-attitude survey reveals 
strong support for the concept of an integrated service. There are 
reservations, however, concerning the way in which the new service is 
to come into being. According to the opinion analysis, 81 percent of 
the civil-service officers, 76 percent of the Foreign Service Staff officers, 
and 59 percent of the Foreign Service officers believe that the estab- 
lishment of a single foreign-affairs service is desirable from the view- 
point of the conduct of the foreign affairs of the United States. 
However, when looking at that same issue from a purely personal 
point of view, the number of employees favoring an integrated service 
is considerably less than those favoring integration from the viewpoint 
of the best interests of the service. ‘The number who are neutral or 
undecided rises sharply and 34 percent of all of those polled see per- 
sonal disadvantages in integration. Some of those opposed consider 
that many of the objectives are desirable but contend that they can 
be accomplished within the present legal and organization framework. 
The major concern from the standpoint of the employees, therefore, 
would seem to be in the selection of those methods which will establish 
a single service with a maximum of fairness to employees. 

A majority of all persons polled indicated that departmental em- 
ployees engaged in a substantive foreign-affairs work, should spend 
some time overseas. A majority felt that the biggest benefit of an 
integrated service would be greater interchange of assignments between 
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home and abroad, thereby producing a better over-all understanding 
of problems and better-qualified people. 

The majority of departmental staff believe that service abroad 
should be required in the best interests of the Department and that it 
would be of professional value to them. While only 10 percent of 
employees at grade GS-6 ($3,450) and above, and 20 percent of those 
at grade GS-5 and below state that they would not be willing to serve 
abroad under any circumstances, 60 percent of the total number of 
departmental employees place some kind of restriction on_ their 
availability for overseas assignment. The reasons given for limited 
or nonavailability include adverse living or health conditions, or the 
length or timing of assignment. 

Another concern to departmental employees is the proper utilization 
of their experience and abilities in assignments overseas. Although 
the majority believe they can be used ‘effectively overseas and that 
they have something to offer professionally, about one-fourth recognize 
that because of their salary level or specialty they could be used only in 
a limited number of posts. However, three-fourths of the depart- 
mental employees sampled have no objection to work assignments 
outside of their special field of interest. 

The majority of departmental employees believe that if a single 
service is established, it should be administered outside of the civil 
service. Comparatively few expressed concern with the loss of civil- 
service status which might result. Only 10 percent object to 
taking a qualifying examination to determine their suitability for over- 
seas service. Sixty-seven percent of the clerks and 62 percent of the 
officers state that people unable or unwilling to serve overseas should 
be allowed to remain in the service without penalty. 

The primary concern of the Foreign Service officers replying to the 
questionnaire seems to be with a decline in the quality of the corps, 
based on.a fear of lower entrance standards, both for outside recruit- 
ment and integrating present civil service and Foreign Service Staff. 
A number of Foreign Service officers expressed a fear of change in 
certain conditions of employment under which they entered the 
Service, particularly loss of existing retirement rights, a revision of the 
leave system, and more limitations on promotion and assignment to 
deciakts posts. Although a majority see better opportunities result- 
ing from more-frequent assignments in Washington, a few state they 
do not want a Washington assignment, largely for financial reasons. 

Among the Foreign Service Staff officers and clerks replying to the 

eaters there are no well-defined concerns over integration. 

20 percent see personal disadvantages. Primary concerns of 

employees are scattered among such factors as objections to 

ong tours of duty i in Washington, concern over lowering of standards, 
over being assigned to unsuitable work. 

The Comiarttes believes that over the long term, employee morale 
will be improved by the establishment of a unified personnel system 
and uniform personnel policies. Such policies should make maximum 
use of positive incentives to retain a loyal and efficient staff. The 
system itself should be developed saaoteliy, with ample flexibility 
provided, and over a sufficient time to avoid serious damage to morale. 
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APPENDIXES 


Aprenpix A 
ComMITTER’S TERMS OF REFERENCE 


DeEcEMBER 19, 1949. 


Dear Mr. Rowe, Mr. Ramspeck,-Mr. DeCourcy: I deeply appreciate your 
willingness to serve on a committee to advise me whether fundamental changes 
are required in the personnel systems and relationships of the Department of 
State and the Foreign Service. 

As you are aware, several proposals for such changes have been made during 
the past few years. The Bureau of the Budget, working groups of the Department, 
and the Commission on Organization of the Executive Branch of the Government 
have concerned themselves with this problem. 

Since July the Department of State has assigned several responsible officers the 
task of pulling together the basic data concerning this problem. These officers 
have completed their research and their report is ready for the consideration of 
your Committee. You are, of course, free to supplement this basic material with 
any exploration and research which you or any of your group feel is necessary to 
your task. 

To assist you, the Department has arranged for William Howell, Deputy 
Director for Administration of the World Bank, to act as staff director. He will 
report to Mr. Rowe, as chairman of your Committee. Mr. John E. Puerifoy, 
Deputy Under Secretary of State for Administration, will provide such other 
staff and such facilities as the Committee may require. 

It is my hope that your Committee will find it possible to make specific recom- 
mendations as to— 

(1) Any change you may feel is required in the —. classified personnel 
system of the Department or the career system of the Foreign Service. 

(2) Any action which you feel will bring about a closer integration of the 
two systems. 

(3) Any factors which will contribute to the morale of the personnet 
concerned. 

I would be grateful if your Committee would submit its recommendations as 
early as possible in 1950. The time factor is, however, a secondary one. It is 
most important that the problem be handled with due regard to all of the issues 
involved, and in such a manner as to contribute to the most effective handling 
of our foreign relations, 

Sincerely yours, 
Dean ACHESON. 
APPENDIX B 


PROCEDURE OF THE COMMITTEE 


The work of the Committee was organized and directed by its staff director, 
Mr. William F. Howell, on loan from the International Bank for Reconstruction 
and Development. Mr. Howell served on a full-time basis and rendered in- 
valuable aid by supervising research projects, engaging consultants, arranging 
hearings, and assisting in the preparation of this report. 

The Committee first gave its attention to the Secretary’s letter of December 
19, 1949, requesting advisory opinions on three specifie subjects. (See appendix 
A.) At the same time it considered carefully the recommendations made by 
the Commission for Organization of the Executive Branch of the Government 
concerning the personnel administration of the Department of State, since it 
felt that these recommendations had motivated largely the Secretary’s action in 
appointing a Committee; on Personnel. The members believed that such an 
approach would lead to consideration of the several matters listed in the Secre- 
tary’s letter. This proved to be the case. 

The scope and importance of the task warranted extensive consultation with 
well-qualified people both in and out of Government; consequently, the Com- 
mittee embarked upon a lengthy series of hearings, during the course of which 
more than 80 persons were interviewed. These included representative witnesses 
from all areas of the Department of State and the Foreign Service; the Depart- 
ments of Agriculture, Commerce, and Labor; the Civil Service Commission; the 
Bureau of the Budget; the Commission on Organization of the Executive Branch 
of the Government; the Foreign Service Association; and a number of organ- 
izations and private citizens interested in foreign affairs and in public adminis- 
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tration. (See appendix C for a complete list.) In addition, the staff director 
and members of the Committee talked informally with a large number of other 
rsons qualified to provide information and advice. A summary of the hearings, 
for the exclusive use of the Committee and its staff, was kept by its secretary, 
Mr. Joseph M. Gerrety, of the Committee secretariat staff of the Department. 

It was thought desirable also, particularly from the standpoint of morale 
factors, to obtain the views of a broad and representative group of persons at all 
levels of responsibility both in the Department of State and in Foreign Service 
establishments. To that end about 2,200 employee-attitude questionnaires 
were distributed to personnel in Washington and the field. The resulting infor- 
mation, tabulated in summary form in appendix D, was of considerable value to 
the Committee in reaching conclusions on certain basic issues. 

These procedures were supplemented by research projects on subjects of special 
interest, such as the exchange program, functional assignments of Foreign Service 
officers and Staff officers, and selection methods used in the appointment of staff 
personnel, and by the study of a large volume of reference material obtained from 
a variety of sources. Notable among this material was the exhaustive study 
made by the Staff Research Committee on Amalgamation. 

All of these methods proved useful to the Committee in arriving at its findings 
and recommendations. 





ApPpENDIx C 
Persons INTERVIEWED BY THE COMMITTEE 


Paul H. aos dean of Maxwell Graduate School, Syracuse University, Syra- 
cuse, N. Y. : 

Norman Armour, former Ambassador to Chile, Argentina, Spain, former Assistant 
Secretary of State (retired). 

Kenneth B. Atkinson, Deputy Chief, Division of Foreign Service Personnel. 

—— F. Bancroft, Director, Office of United Nations Political and Security 

airs. ; 

Willard F. Barber, Deputy Assistant Secretary, Bureau of Inter-American Affairs. 

Edward W. Barrett, Assistant Secretary, Public Affairs. 

Charles K. Bevilacqua, Foreign Service staff officer on detail to Commodities 
Division, Department of Commerce. 

Thomas C. Blaisdell, Assistant Secretary, Department of Commerce. 

Charles E. Bohlen, counselor of Embassy, Paris. 

Blair Bolles, director, Washington Bureau, Foreign Policy Association. 

Richard R. Brown, Executive Director, Office of the Assistant Secretary for 
Economic Affairs. 

Harvey H. Bundy, attorney, Choate, Hall & Stewart; co-chairman of Task Force 
on Foreign Affairs. 

Richard P. Butrick, Director General of the Foreign Service. 

W. Walton Butterworth, Assistant Secretary of State. 

Lewis B. Cuyler, aa vice president, National City Bank of New York. 

John G. Erhardt, Minister to Austria. 

J. Albert Bush, Chief Personnel Officer, Bureau of German Affairs. 

William Finan, Chief, International Activities Branch, Bureau of the Budget. 

Henry Ford, Chief, Geographic Programs Branch, Division of the Budget. 

Dorothy Fosdick, member, Policy Planning Staff. 

Marcus J. Gordon, Chief, Division of Organization. 

—— C. Green, Executive Director of the Board of Examiners for the Foreign 

rvice. 

William O. Hall, Director, Office of Management and Budget. 

William J. Handley, labor adviser to the Assistant Secretary, NEA. 

Harry C. Hawkins, director of the Foreign Service Institute. 

John D. Hickerson, Assistant Secretary for United Nations Affairs. 

Frank 8. Hopkins, Assistant Director, Foreign Service Institute. 

Fisher Howe, Deputy Special Assistant for Intelligence. 

Sir Derick Hover-Millar, K. C. M. G., C. V. O., Minister, British Embassy. 

J. Klahr Huddle, former Ambassador to Burma (retired); member of 1950 Selec- 
tion Board A. 

William P. Hu shes, Executive Director, Bureau of Inter-American Affairs. 

Charles M. Hulten, General Manager, International Information and Educa- 
tional Excha ige Program. 
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John W. Jago, Executive Director, Bureau of Near Eastern, South Asian, and 
African Affairs. 

Arch K. Jean, Chief, Division of Departmental Personnel, Department of State. 

Dr. Philip C. Jessup, Ambassador at Large. 

Charles E. Johnson, Associate Chief, Division of Organ‘zation. 

Arthur G. Jones, Planning Adviser, Office of Personnel. 

Philip M. Kaiser, Assistant Secretary, Department of Labor. 

George F. Kennan, Counselor, Department of State. 

Arthur A. Kimball, Executive Director, Bureau of German Affairs. 

Herve J. L'Heureux, Chief, Visa Division; Chairman of Executive Committee of 
Foreign Service Association. 

Neos’ McCormack, research director, Citizens Committee for the Hoover 

eport. 

Goatees G. McGhee, Assistant Secretary, Near Eastern, South Asian, and African 
Affairs. 

“ Alexander McKesson III, Foreign Service officer, assigned to Department of 
state. 

Basil F. Macgowan, Chief, Public Safety and Security Section of the Visa Division. 

Haywood P. Martin, Director, Office of Personnel. 

John F. Meck, Jr., treasurer, Dartmouth College; served as Executive Director, 
Task Force on Foreign Affairs. 

James Mitchell, Commissioner, Civil Service Commission. 

Paul Nitze, Director, Policy Planning Staff. 

John Ohly, Deputy Director, Mutual Defense Assistance Program. 

James K. Pollock, chairman of the political science department, University of 
Michigan; member of the Commission on Organization of the Executive Branch 
of the Government. 

Don K. Price, Associate Director, Public Administration Clearing House. 

John Quirk, assistant vice president, National Foreign Trade Council, Inc. 

Christian M. Ravndal, Ambassador to Uruguay. 

James Grafton Rogers, president, Foreign Bondholders Protective Council; 
co-chairman, Task Force on Foreign Affairs. , 

Fred J. Rossiter, Associate Director, Office of Foreign Agricultural Relations. 

Robert Rupard, Executive Assistant, Office of the Director of Administration, 
Economie Cooperation Administration. 

Robert J. Ryan, Assistant Chief, Division of Departmental Personnel. 

Donald W. Smith, Chief, Division of Foreign Service Personnel. 

Harold Stein, Director, Committee on Public Administration Cases. 

Arthur G. Stevens, Executive Director, Bureau of European Affairs. 

Carl W. Strom, first secretary; consul general, Mexico, 

Willard L. Thorp, Assistant Secretary for Economic Affairs. 

Hower K. Travers, Director, Foreign Service Inspection Corps, Department of 

tate. 

Francis Adams Truslow, president, New York Curb Exchange; public member of 
1950 Selection Board. 

Herbert P. Van Blarcom, Department of Commerce, Director of Foreign Service 
Operations Staff. 

George Wadsworth, Ambassador to Turkey. 

Kenneth O. Warner, Executive Director, Civil Service Assembly. 

Ambassador Edwin C. Wilson (retired). 

Joseph Winslow, Adviser on Personnel Management, Bureau of the Budget. 

Ivan B. White, Economic and Finance Adviser, Bureau of Inter-American Affairs, 

William D. Wright, Jr., Executive Director, Bureau of Far Eastern Affairs. 
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AppENDIxX D 





Emp.Loyee ATTiITupE Survey ! 


Explanation of symbols: 
T =Total of all questionnaires received. 
CSC=Civil-service personnel, grades 1 through 5.? 
CSO=Civil-service personnel, grades 6 or higher.? 
FSO= Foreign Service officers, ministers, and ambassadors. 
FSSO= Foreign Service Staff officers, classes 1 through 11.? 
as Service Staff personnel, classes 12 or higher.? 
FSRO= Foreign Service Reserve officers. 
er otherwise specified, all percentages are based on the number answering, with ‘‘No Answers” 
excluded. 
2 Civil Service and Foreign Service Staff personnel have been divided into officer and clerk categories on 
the basis of salary for comparability with the Foreign Service officer and Foreign Service Reserve officer 
categories. 


Total of all questionnaires received... ....---- lh 571 








General information on sample 


























[Percent] 

4 T |C8C | cso | FSO | FSso FSSC FSRO 
_ - --—-|———— ——--! 
Male....... BUSS eis Sdacneccrccesencomsswcwannsbdd sD 28 68 98 
tinea a enh inns nad nine ening deacon Re 35 7 32 | 2 
BE itt wicna ces tasctntstachnacdkiesccn asad 21 53 15 11 

A eal ties 44 32 48 49 
Bs 6 eat id ncaa debandsnedsacdaiectpinntuscdhs 23 10 26 28 
GP ck tebe dius dekndtd eng desbdin pebehadnmaapa 10 3 10 ll 
Ne a ek 2 2 1 1 
Permanent civil-service status.................-..-.. 47 79 7 10 
pe SE ae ee eee nee: 53 21 25 90 
FR Sein kinchiddnees edad nangctthesaicleonhike “is 4 6 6 5 
Administrative efiees..... 5... ...5.-- 22a... 4 025---5 12 33 20 1 
Consular Affairs office. 4 9 7 2 
UN and public affairs_. 12 25 23 1 
RNIN iain ch naliouncdiwetsdicaanaceadecwentens 5 7 i... 
EIS iio ins Garccwdtuadddinkeatieaneen 4 6 9 1 
OS CRs oo 6 wa shred nnninovdcoscenetaene 14 14 23 24 
I ala hae ie a els Se Race eae ap teeaie 66 
Total length of civil-service experience in the Depart- 
ment of State: 
SS ci i indo eecrninknaid a neha hati ke de chin 17 25 BE Baecutsbaddn seks n«ton +. Pancccaus 
Over sare pete. 12.2055 Bo 26 30 BP Oteseb eet. tss bore Sa 
I icles tk ttetarnseetpsijeniin casein inchs 30 29 TE Divetecaialch ete’ i alin al einmnntinds 
ns kl ce ccctal 5 ae et ee bce Sr oe 
Total length of Foreign Service experience: | | 
1 OO RN 8g 1 35-3 Saco ae ce abba bic w ahs ee at ey 3 6 23 | 29 
CPE OR inno Fein bh We cnr dnccc sa tucusholecnesclcetsné fp) 21 28 44 
Overs $0 5 YOONB..... 5-5... 25.222 ad anne bretteks himeesisarmeaiipn 16 22 24 | 24 
Quel SUG 19 PONE oie 55. cask ct DA cccgetivcctc ee ss saeeG 26 Oe Behan 2 
pn Sn 2 3 | 
Bera 


1 Less than 1 percent. 


1. Would you say you’ve given a great deal of thought, some thought, or hardly 
any thought at all to the Hoover Commission recommend:.tion for a single foreign 
affairs service, and the way it might affect you? 


[Percent] 


T |CSC|CSO| FSO| FSSO | FSSC | FSRO 
Cee GE Ee I ivan icc occcdentcndsdbamisades 23 9 26 38 25 5 35 
BN Calo sins ondisnininchinnindhdnnceamaneeil 59 67 63 58 58 54 56 
Hardly exy thought at off... ccccecccnccccuccens 18 34 ll 4 17 41 9 
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2. In your own particular division, office, or post, have a heard a great deal 
of talk, some talk, or hardly any talk about these proposals 


[Percent] 


T | CSC} CSO| FSO| FSSO | FSSC | FSRO 


Great deal of talk 5 6 13 7 2 14 
So:ne talk 39 54 60 46, 30 44 
Hardly any talk 56 40 27 47 68 42 


3. In general how do most of the people in your office or post feel about it? 
Are they generally favorable, or are they generally unfavorable? 


[Percent] 


T ose | o80 | ¥s0 FSsO | FSSC | FSRO 


= | | 


yey favorable ll 2 11 21 
Slightly favorable 13 14 15 16 
Neutral, undecided 13 11 9 12 
Slightly unfavorable 5 32 9 2 
Very unfavorable 2 12 4 2 
Don't know 56 29 52 47 


What do they particularly like about it? 


[Percent] 


T |CSC cso | 


Rotation of assignments, broader understanding 22 
Improved relations between services 4 
Greater efficiency, better administration 1 9 
Material advantages: Pay, retirement, ete 16 


} | 
FSO | FSSO | FSSC | FSRO 


What do they particularly dislike about it? 


[Percent] 
CSC} CSO| FSO} FSSO | FSSC | FSRO 


Possible transfer overseas 

Possible loss of security, status 

Possible favoritism, domination by 1 group 

Possible unsuitable assignments..................-..- 
Possible loss of morale, lower standards 


4. Aside from any possible effects that it might have on you personally, can 
you see any particular advantages to the work of the Department and the Foreign 
Service in an integration of the two services: 

[Percent] 


} 


| T | csc | cso FSO} FSSO | FSSC | FSRO 


SS ee ee 


73 90 76 83 67 88 
27 10 24 33 12 
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What advantages do you see? 


[Percent] 


T |CSC|CSO/} FSO| FSSO | FSSC | FSRO 


Better rounded personnel, wider rewpaint bikmeibiinclebeca 69 71 65 75 72 64 419 

cy, better administration. ---........- 23 30 28 25 23 29 34 
Less rivalry ston NE se Se ea 27 22 36 28 19 13 43 
More flexibility, better use of personnel. ..........-_- 17} 13| 2| 2 10 7 2B 


5. Do you see any particular disadvantages to the work of the Department and 
the Foreign Service in an integration of the two services? 


{Percent} 


a | ee | ee | | a | en | ae 


38 
62 





26 
74 








What disadvantages do you see? 


{Percent} 


Bad morale oe of overseas apartament 
Personnel problems, eens + wered. 

Jobs not interchangeable............................- 
Lack of continuity, loss of 
Ten blems d 


pro uring change-over 
P le favoritism, domination by 1 group 





6. In —— from the point of view of the efficient organization of the foreign 
affairs of the United States, do you think the establishment of a single foreign- 
affairs service is desirable or not desirable? 


[Percent] 





T | CSC} CSO} FSO] FSSO | FSSC | FSRO 


SS Ee ee ee ee eee 








Very ee iece cE a Scadicon naahakecesoe 50 47 55 33 59 43 73 
Demy GR oi oss Ss oss cshaktes cece 23 22 26 26 19 22 
Undecided or no opinion... ....... od oa ll 20 8 6 9 19 gy 
comewnst IID vos lig «55s \ies eastdanierins Sarnquecdice ll 6 8 23 Q 9 

desirable 5 3 12 





7. Do you see any personal advantages, to yourself or your career, in the com- 
plete or partial integration of the two services? 


[Percent] 


T |CS8C/}CSO| FSO} FSSO | FSSC | FSRO 





Oiled Lge totemig ch lhe Spc eqrotondi wha lpia aha nin some union 41 . 47 34 42 30 48 
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What advantages do you see? 
[Percent] 


T |CSC|CSO/FSO| FSSO | FSSC | FSRO 


8s 


Better chance for promotion 

Gain new experience, broader view 
Better ane ae procedures 
Job benefits: , security, etc 
Pride in manned efficient service 


wm nm 
ERSe 
en sa BeS 


— 
aCoo 


8. Do you see any personal disadvantages, to yourself, or your career, in the 
complete or partial integration of the two services? 


[Percent] 


| 
x cso | cso FSO | FSSO | FSSC | FSRO 


24 45 53 21 18 
76 55 47 79 82 


What disadvantages do you see? 


[Percent] 


T |CSC|CSO| FSO] FSSO | FSSC | FSRO 


Serving abroad or in United States 70 68 10 23 36 
Lower service morale, bureaucracy 7 44 25 32 
Loss of job benefits, status, retirement, etc 10 14 31 25 7 
More competition, less chance for promotion 10 10 43 17 ll 
Possible unsuitable work assignments 9 22 ll 20 ll 


9. In general, from the point of view of yourself and your own career, would 
you favor the establishment of a single foreign-affairs service, or are you opposed 
to the idea? 

[Percent] 


| 7 | ose cao | F80 FSSO | FSSC | FSRO 


Very much in favor 49 
Somewhat in favor 19 
Neutral or undecided ae 
Somewhat opposed 10 
Very much opposed 4 


10. (Not being adaptable to analysis, the summary on question 10 is omitted.) 
11. As compared to civil-service employment in the Department, what par- 
ticular advantages do you see to being in the Foreign Service, as things are now? 


[Percent] 


| ? osc | cso FSO} FSSO | FSSC | FSRO 
eo 


Greater professional opportunities 45 
More money, security, allowances, retirement 

Can live abroad; see other places 

Smaller, elite group, status, privileges 

More efficient, less red tape 

More challenging, chance to be of service 

No particular advantages. -............... js Sata aueselda 

Don’t know; vague 





eee ee ee eae ae ert—® 
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12. (Not being adaptable to analysis, the summary on question 12 is omitted.) 
13. As compared to the Foreign Service, what particular advantages do you 
see to civil-service employment in the Department, as things are now? 


[Percent] 







T | CSC} CSO/ FSO} FSSO | FSSC | FSRO 








‘Can live in United States, no f service 


Lith dhens 16 22 
Job opportunities, quicker promotion._-__.........-.-- 12 3 

Permanent ete security u 27 
‘Can see over-all ure, affect 2 8 
More a no arbitrary codumnenie 1 5 
No particular adv: ee Sic becca 44 30 
Don’t pees DIR i ihn thephh nc tbbichndtniniin dso 20 ll 





1¢. What are some of the things you like best about your present job or assign- 
ment! 


[Percent] 


T | CSC} C80} FSO| FSSO | FSSC | FSRO 


Interest, variety, challenge of work_...............--- 54 61 64 53 47 37 





37 

Pleasant amsociates, contacts.......................-.- 38 44 42 35 32 32 29 
portunities to learn, observe_..............--..-.-- 25 24 21 37 24 26 24 

> Sonat off-the-job RRA Ne aaa 25 6 12 42 34 47 27 
Importance of work, chance for service... _....._...-- 23 ll 27 30 24 12 44 
Responsibility, chance for initistive........_-._..-_.. 21 14 25 23 22 13 7 
Chance to use skill, training ......................... 13 7 18 10 10 6 34 
Pay, hours, chance for advancement..............-.- 12 12 16 ll ll s 5 





ae What are some of the things you like least about your present job or assign- 
ment 


[Percent] 


T |CSC}CSO| FSO| FSSO | FSSC | FSRO 


Red tape, inefficient administration. -__.............-- 23 4 4 25 17 7 36 


Insecurity iow y Day. little chance to advance. _......- 22 30 17 19 24 7 36 
Pressure 0! I bie radiance cee hak oc 15 ll 21 16 8 10 6 
Poor off.the job cond BOG Succkesndbnteuedn luddlinnd 16 3 5 27 25 18 7 
Routine work, no chance for initiative_..............- 14 26 12 15 a 13 17 
Limited facilities, inadequate staff. _................. 9 il 12 5 ~ 4 8 
No chance to use skill or training ig 6 x 6 6 5 11 3 
Difficult, uncon = associates......... ‘ 6 3 6 7 5 7 3 
Nothing ‘in EN eiinkclp sictral atcha cise dees whaiptplosindhcgcnentb 20 18 19 16 B 23 ll 








16. In general, would you say you’re satisfied or dissatisfied with the work you 
are now doing? 














[Percent] 
T |OSC|Cso| FSO} Fsso | Fssc | FSRO 
Very satisfied a A A EE a 50| 29) 49| 62 58 45 | 70 
Pee 5 mum: << = Re RNS OE Be SGS 5 5 39} 49] 43| 32 34 36 25 
Somewhat dissatisfied............... Wiehe heeded 9| 18 7 6 6 13 5 
| Rah RR a aL NIRS 2 4 1| @ 2 6 





1 Less than 1 percent. 


17. Do you regard your employment by the Department or the Foreign Service 
as a lifetime career, or do you plan to take outside employment sooner or later? 
[Percent] 


T | CSC} CSO] FSO} FSSO | FSSC | FSRO 





ORES SETS GRIT in 6 isc csseseedecdboctascacdiacce 73 53 76 5 80 53 51 
Plan outside employment... ._.. dct inccpabieaweaan 5 7 3 2 3 8 17 
CIE UE Iii ih dh ciainitis samen oe ween 22 40 21 3 17 39 32 
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18. Aside from any pro integration of the two services, do you think it 
would be a good idea or a bad idea if all mental nnel (engaged in sub- 
stantive foreign-affairs work) were required to serve a few years overseas? 


[Percent] 
T | CSC} CSO] FSO} FSSO | FSSC | FSRO 


79 93 
12 2 
Undecided or no opinion. _..............-..-.-.-....- 9 5 


QUESTIONS ANSWERED BY CIVIL SERVICE EMPLOYEES ONLY (19 THROUGH 26) ! 


19. Do you feel that your own work and prospects in the Department would be 
substantially enhanced if you could acquire overseas experience? 


CSC | CSO 


57 67 
27 2k 
16 e 


20. On the basis of your impression of Foreign Service operations and functions 
do you think your particular skills could or could not be used effectively abroad? 


They probably could 
They probably couldn't 
Undecided or don’t know 


21. Taking everything into consideration, which one of the following state- 
ments best describes your own personal attitude toward the idea of serving abroad? 


[Percent] 
csc 


I would not be va to serve abroad under any circumstances 12 20 
I’d rather not serve abroad, but would do so if assigned 17 13 
It’s all the same to me; I have no preference at all 1 2 
With certain reservations, I would welcome service abroad 60 55 
I’d welcome service abroad without any reservations 10 10 


Reasons for not preferring to serve abroad and reservations on serving. 


[Percent] 


T | csc | O80 


36 
24 
23 
19 
16 
10 
v 
8 
5 
3 
3 
3 
3 


Home, family, responsibilities here_...-. eth tin tdi efile Wintel hanks aE hibtake 
Living conditions abroad, welfare of family 
Nature of work, job assignment 

Willing to go for short period 

Concern over place of assignment 
Financial aspects 

Children’s education 

Willing to go later but not now 

Would want to take family 

Too old, too near retirement 

Been abroad enough, no more desired 
Concern over social life, associates 

Just prefer United States; no reason given 


aarweawoSSERe 
Creme gp-onesees 


! Persons who said they would not be willing to serve abroad under any circumstances were not asked 
questions 22 through 26. 
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22. If assigned, would you be willing to serve at practically any post in the 
Service (including those with adverse health or living conditions) or would you 
be willing to serve only at certain posts? 


Practically any post 
Only certain posts 
Undecided or don’t know 


If only certain posts, why? 


Health, hardship, facilities, etc 
Nature of job and opportunity 
Pecial prefe: 


S 
Lan: 


23. Would you be willing to serve overseas immediately, or would you prefer 
overseas service at some later time? 


Wi immediately 
Prefer later time 


In about how many years would you be willing to serve abroad? 


[Percent] 
7 csc | CsoO 


30 27 
38 46 
22 16 
10 


more 
Ww; ll 


5 years or 
Don’t know; vague, irrelevant 


24. Assuming you would be eligible for home leave at Government expense 
after every 2 years, about how many years, in any 10-year period, would you be 
willing to serve abroad? 
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25. Would you have any objections to taking a noncompetitive examination, 
to determine whether you are technically qualified to perform overseas work? 


csc 


Yes; would have objections 
Be IN ts. 1. wwwicnmn date amie elaisniainsiibiliiaicisn Sainiee o ndek passe dene ti 
Undecided or don’t know 


26. If assigned to service abroad, would you have any objections to a variety 
of work assignments largely outside your special field of interest—assuming they 
were at about the same level of difficulty and responsibility? 


Yes; would have objections 
No; no objections 
Undecided or don’t know 


27. Assuming an integrated service, what is the optimum length of time you 
believe employees should serve abroad—how many years in any 10-year period? 


3 years or less 

Over 3 to 4 years. ._- 

Over 4 to 5 years.-.- 

Over 5 to 6 years 

Over 6 to 7 years 

NE nee abit veeinn kd tame caaeere ia aia 
Don’t know; qualified 


Qualifications: 


CSC | CSO/| FSO} FSSO 


Depends ofi employee 

Depends on job, rank, experience 
Depends on the post 

Depends, genera 


28. And what is the optimum length of time you believe employees should serve 
abroad at any one post before they are transferred? 


[Percent] 


T | CSC} CSO} FSO| FSSO | FSSC | FSRO 


2 years or less 

Over 2 to 3 years. 
Over 3 to 4 years- 
Over 4 to 5 years_-. 
Over 5 years 

Don’t know; qualified 


wweB8tsS 
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Qualifications: 
[Percent] 





T | CSC/ CSO} FSO} FSSO | FSSC | FSRO 


—————S=S || - 










py Re a ee ee 10 3 8 3 5 
Depends on job, rank, experience_.._..........-.-.--- ~ 4 6 10 11 9 5 
Depends on employee. isis ccs bldg oti atic tanbsawiages 4 3 4 4 4 8 2 
pa i REE SS RR GED © ARE SR 2 1 2 2 2 2 2 













29. Assuming an integrated foreign-affairs service, which one of the following 
courses of action do you think the Department should take, in the case of em- 
ployees who are unable or unwilling to serve abroad? 


[Percent] 


T | CSC} CSO| FSO} FSSO | FSscC | rsro 





Give them 5 years, and then try to place them with | 
another Government agency if they are still unable 


or unwilling to serve abroad..._................-... 20 11 17 28 25 21 | 25 
Let them remain in the home branch on an equal i 

basis with those who do serve vided hey meet | 

all other requirements of their job.._.._......---.-- 50 67 62 33 40 44 | 34 
Let them remain in the home — but give them 

rome promotional opportunities...................- 15 10 9 17 18 25 27 
Other ions a th tal 10 7 8 16 " 4 7 
Te Sc  nekaoe 5 5 4 6 7 







Other suggestions: 








T |C8C| CSO} FSO| FSSO | FSSC | FSRO 





I I i he, a Ao unkedlascasctsdecsesclostececalereanscs 








Depends on whether unable or unwilling to go--.-.__- i a I a OE a 
Depends on age, seniority, etc_......................- Nt ET Ee tat eae DE a hee eit wera isin cecceeee 
Use persuasion, flexibility, he cbadaliGaumeh sed aioe eas ce Be a SS ee en Ea alae 


maecwm ee emeeeeweesewceeseeeesees| Bb fw www wel www nnn nn ewe nnn wenn nl ene enn nl eeennene 








30. In general, do you believe that personnel in substantive foreign-affairs work 
should be separated from the Service if, after a period of years they are found to 
be no longer capable of further advancement, or should they continue to be em- 
ployed as long as their work is done satisfactorily at their present level? 


[Percent] 


T | CSC}CSO| FSO} FSSO | FSSC | FSRO 








Continue to p SD iiuidicres Gaui aciaaaenaae ed 
ar Gere OW once sec IK iat 10 ll ll 10 ll 8 







31. The Hoover Commission has recommended that the single foreign-affairs 
service should be administered as a safeguarded career group outside the general 
civil service. Does this seem like a good idea to you, or a idea? 








T | CSC] CSO} FSO| FSS8O | FSSC | FSRO 






Generally peat MG sin ai. 6 Bue A 
Generally BIO 6 vn ccdisnscee- ccblins lied 
Undecided; don’t hee C nwiglidpacich. aaaendenmeebanSenteen 
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Reasons why outside the civil service is a good idea: 


[Percent] 


FSO | FSSO | FSSC | FSRO 


ous) mm not flexible enough, superior personnel 


nD 
Foreign Service has different pa standards... 
More benefits if outside civil service: pay, promo- 

MNS cons vece cckoendadensecceusemnaemenes 
Miscellaneous 


Reasons why outside the civil service is a bad idea: 


[Percent] 
T |csc;|cso 


Civil service would prevent politics, caste system. - -- 
Civil service provides more security, benefits 
General preference for civil service 

Don’t know; vague reasons 


32. What do you think would be the biggest single difficulty in making an 
integrated service work effectively? 


[Percent] 
T | CSC|CSO| FSO} FSSO | FSSC | FSRO 


Overcoming habit, rivalry, pride of civil-service and 
Foreign Service personnel 

Effective rotation of jobs, matching skills to work 

vo problems, handling present personnel 
fairly 

Personnel turn-over, getting and holding good people. 

Over-all direction, top people to run it 

Avoiding rigidity, insuring personal freedom 

No big difficulties 

Miscellaneous difficulties............................- 

Don’t know enough to say 


Sanwomam of 
om ea ~100 
ewwasswa BS 


EMPLOYEE ATTITUDE SURVEY 


General Explanatory Statement 


The Secretary has asked the Committee on Personnel to make recommendations 
concerning the personnel management of the Foreign Service and the Department 
of State. Specifically, he has requested recommendations as to— 

(1) ‘Any change you may feel is required in the existing classified person- 
nel system of the rtment or the career system of the Foreign Service. 

(2) ‘‘Any action which you feel will bring about a closer integration of the 
two systems. ® 

(3) “Any factors which will contribute to the morale of the personnel 
concerned.” 

As you will recognize, the Secretary’s Committee on Personnel is giving con- 
sideration, among other things, to the recommendation of the Hoover Commis- 
sion, as follows: 

“The personnel in the permanent State Department establishment in Wash- 
ington and the personnel of the Foreign Service above certain levels should be 
amalgamated over a short period of years into a single foreign-affaira service 
obligated to serve at home or overseas and constituting a safeguarded career group 
administered separately from the general civil service.” 

The Committee will naturally give special attention to Mr. Forrestal’s reserva- 
tion: “It is of crucial importance that this process not be permitted to operate 
so as to destroy the morale or spirit of either group.” For this reason the Com- 
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mittee believes it is important to obtain from personnel of both services a repre- 
sentative —re of viewpoints and attitudes toward some of the fundamental 
issues _involyed, 

The attached questionnaire has been pre for this purpose, and is being 
distributed on a representative sampling is. Please answer the questions 
fully and frankly, as your opinions will not be identified. For purposes of analysis, 
we need to know the information about yourself on page 3, but we do not want your 
name on the. questionnaire. 

The completed questionnaires are being turned over directly to the National 
— Research Center (University of Chicago), an independent organization, 
= ich ar in the preparation of the questions and will tabulate and analyze 
the replies. 

It is stressed that the questions in this questionnaire are purely hypothetical. 
Please do not assume that they represent in any way tentative recommendations 
of the Committee. Before suggesting any course of action we want to know the 
thoughts and feelings of personnel of both services on some of the issues which 
must be considered in any proposal for improving the relationships and efficiency 
of the two services. 

Your opinions and those of your colleagues who answer this questionnaire will 
be given full and fair consideration by the Committee when it comes to issue its 
recommendations to the Secretary. 


INSTRUCTIONS FOR FILLING OUT THE QUESTIONNAIRE 


We realize that it is difficult to do full justice to each individual’s beliefs and 
opinions through the medium of a standardized questionnaire. In all cases where 
code numbers (1, 2, 3, etc.) have been provided to indicate the appropriate reply, 
simply circle the one code that comes closest to your opinion. 

owever, if you feel that additional comment, either in expansion or qualifica- 
tion of your reply, is necessary or helpful in representing your opinion clearly and 
fully, by all means feel free to enter such qualifications or comments in the space 
to the left of the answer categories. For example, if you would approve in 
general of a particular suggestion we inquire about, but would disapprove under 
certain conditions, indicate your general approval by circling the appropriate 
code number and then write in whatever reservations you have. 

Where no code numbers are provided, simply write in your own opinion as 
fully as you desire. If sufficient space is not available on any particular question, 
please continue your comment on a separate sheet of paper, numbering your con- 
tinuation so we can tell to which question it applies. 

A few questions are applicable only to specified categories of personnel. These 
exceptions have been indicated clearly in the body of the questionnaire. Unless 
otherwise indicated, however, all questions are intended for all personnel. 

To assure comparability of the answers of all personnel replying to the question- 
naire, we request that you answer all the questions in the order in which they appear. 
Space has been provided at the end of the form for any comments, criticisms, or 
suggestions which may occur to you after consideration of the entire questionnaire. 

One final point: Since we want your own independent opinion on these ques- 
tions, we ask you, please, not to be influenced in your replies by what you believe 
to be the opinions of your coworkers or superiors. 

Thank you for your cooperation. 

If you are serving abroad, put your completed questionnaire in a sealed 
envelope, and turn it in to your administrative officer, who will forward it 
to the Secretary’s Committee on Personnel. 

If you are serving in the United States, put your completed questionnaire in 
the accompanying envelope and send it to the Secretary’s Committee om 

Personnel, Room 5211, New State Building, Washington 25, D. C. 
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General information about yourself 


. Number of dependents: 
(Either circle Code 0 or write in number of dependents in each category. 
Do not count yourself or your spouse.) 
Dependent children 
Other dependents 
None 


. Do = have any serious physical disability? 


. If you are a civil-service employee: 
What is your civil-service grade? 


If you are a Foreign Service employee (even though you are now em- 
ployed in Washington): 
What is your Foreign Service class? 


. Would you say you’ve given a great deal of thought, some thought, or 
hardly any thought at all to the Hoover Commission recommendation 
for a single foreign affairs service, and the way it might affect you? 

Great deal of thought 
Some thought 
Hardly any thought at all 


. In your own partieular division, office or post, have you heard a great 
deal of talk, some talk, or hardly any talk about these proposals? 
Great deal of talk 
Some talk 
Hardly any talk 


. 1n general, how do most of the people in your office or post feel about it: 
Are they generally favorable, or are they generally unfavorable? 
In general, they are— 
Very favorable 
Slightly favorable 
Neutral or undecided 
Slightly unfavorable 
Very unfavorable 
Don’t know, haven’t heard enough talk to say 
*A. Unless “‘Don’t know, haven’t heard enough talk to say’’: 
What do they particularly like or dislike about it? 
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. Aside from any possible effeets that it a have on you personally, 
—_ ou see ae particular advantages to the work of the Department and 
— Service in an integration of the two services? 


ee eee ee ee eee ee eee He eRe ee eee ee eee ee eee 


eee 


. Do you see any particular disadvantages to the work of the Department 
“as the Foreign Service in an integration of the two Services? 


" ¥A. If Vee"; What disadvantages do you see? 


. In general, from the point of view of the efficient organization of the 
foreign affairs of the United States, do you think the establishment of 
a single Foreign Affairs Service is desirable or not desirable? 

In general, it is— 
Siw a clone uwaucewawece 
OR GUND iis nas nnn nna = =~ l-------------- Sex 
Undecided or no opinion 
IE A I RS I A ie SI eee 
I I a a Sea a ee ie a 


. Do you see any personal advantages, to yourself or your career, in the 
complete or partial integration of the two services? 


. Do you see any personal disadvantages, to yourself or your career, in 
Se or partial integration of the two services? 
es 


. In general, from the point of view of yourself and your own career, would 

you favor the establishment of a single foreign-affairs service, or are 
you opposed to the idea? 

In general, I am— 

Very much in favor 

i a iu ime dimes 

ete 4 oe 

i Ci fo Goals Jace cc iieeses cosas 24S25..-.---- 

Very much opposed 


ew www em ee ee ee ee ee eee ee ee ee eee 


*1 


a | 


* 
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10. Have you ever served in the Foreign Service? 
es: serving there now 
Yes: served there formerly 
No: never served there 
*If in the Foreign Service now, answer ‘‘A’”’ 
A. How many years have you served in the Foreign 
Service? 
In the United States 
Abroad 
**If previously in Foreign Service, answer “‘B”’ and “C”’ 
B. ow many years did you serve in the Foreign Service? 
In the United States 
Abroad 
C. What was your chief reason for eniering the depart- 
mental Service? 


***7f never in the Foreign Service, answer ‘‘D”’ 
D. Have you ever considered applying for a transfer to 
~ oreign Service? 


11, As compared to civil-service employment in the Department, what par- 
ticular rea do you see to being in the Foreign Service, as things 
are now 


12. Have you ever been a Civil Service employee in the Department of State? 
Yes; am now 
Yes; formerly was 
No; never was 
*If departmental civil-service employee now, answer ‘‘A”’ 
A. For how many years have you been a civil-service em- 
ployee in the Department of State? 


«elf ormerly departmental civil-service employee, answer “‘B’’ and 
B. For how many years were you a civil-service employee 


in the Department of State? 


C, What was your chief reason for transferring to the 
Foreign Service? 


***7f never a departmental civil-service employee, answer “‘D”’ 
. Have you ever considered transfe ng to the Depart- 
ment of State as a civil-service employee? 


13. As compared to the Foreign Service, what particular advantages do you 
see to Civil Service employment in the Department, as things are now? 


14. What are some of the things you like best about your present job or 
assignment? 


15. What are some of the things you like least about your present job or 
assignment? 
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16. In general, would you say you're satisfied or dissatisfied with the work 
you are now doing? 
In general, I am— 
Very satisfied. 
Mainly satisfied 


17. Do you regard your employment by the Department or the Foreign 
Service as a lifetime career, or do you plan to take outside employment 
sooner or later? 

Regard as life career 
Plan outside employment 
Can’t tell; undecided 


18. Aside from any proposed integration of the two services, do you think it 
would be a good idea or a bad idea if all departmental personnel 
(engaged in substantive foreign affairs work) were required to serve a 
few years overseas? 


These next eight questions are to be answered by civil-service employees 
only. If you are in the Foreign Service, skip to question 27. 


19. Do you feel that your own work and prospects in the Department would 
be substantially enhanced if you could acquire overseas experience? 


20. On the basis of your impression of Foreign Service operations and fune- 
tions, do you think your particular skills could or could not be used 
effectively abroad? 

They probably could 
They probably couldn’t 
Undecided or don’t know 


21. Taking everything into consideration, which one of the following state- 
ments best describes your own personal attitude toward the idea of 
serving abroad? 

I would not be willing to serve abroad under any circumstances -__- 

I’d rather not serve abroad, but would do so if assigned 

It’s all the same to me; I have no preference at all 

With certain reservations, I would welcome service abroad 

I’d welcome service abroad without any reservations 

*If you circled Code 1: 
Please state here, as fully as you wish, all the reasons why 

you would be unwilling to serve abroad. Then skip to 
Question 27. 


**If you circled Codes 2, 3, or 4: 

Please list here any reasons you have for preferring not to 
serve abroad, or any reservations or qualifications to the 
statement you chose above. Then answer the questions 
on the next and following pages. 


***/f you circled Code 8: 
Answer all the questions on the next and following pages. 
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22. If assigned, would you be willing to serve at practically any post in the 
service (including those with adverse health or living conditions) or 
would you be willing to serve only at certain posts? 

Practically any post 
Only certain 


. Would you be willing to serve overseas immediately, or would you prefer 
overseas service at some later time? 
Willing immediately 
Prefer later time 
*A. If prefer later tsme: In about how many years would you be 
willing to serve abroad? 


. Assuming you would be eligible for home leave at Government expense 
after every 2 years, about how many years, in any 10-year period, 
would you be willing to serve abroad? 


. Would you have any objections to taking a noncompetitive examina- 
tion, to determine whether you are technically qualified to perform 
overseas work? 

Yes; would have objections 
No; no objections 
Undecided or don’t know 


. If assigned to service abroad, would you have any objections to a variety 
of work assignments largely outside your special field of interest— 
assuming they were at about the same level of difficulty and responsi- 


bility? 
Ves: would have objections 
No; no objections 
Undecided or don’t know 


The remaining questions are to be answered by everybody, Foreign Service 
az well as civil-service personnel, 


. Assuming an integrated service, what is the optimum length of time you 
believe employees should serve abroad—how many years in any 10- 
year peri 


. And what is the optimum Jength of time you believe a” dan should 
serve abroad at any one post before they are transferred? 


. Assuming an integrated foreign-affairs service, which one of the following 
courses of action do you think the Sperenene should take, in the case 
of employees who are unable or unwilling to serve abroad? 


Give them 5 years, and then try to place them with another Govern- 
ment agency if they are still unable or unwilling to go 
Let them remain in the home branch on an equal basis with those 
ig do serve, provided they meet all other requirements of their 
jo 
Let them remain in the home branch, but give them fewer promo- 
tional opportunities 
Other suggestion 
Undecided; don’t know 
Comment, qualification or other suggestions: 
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30. In general, do — believe that personnel in substantive foreign affairs 
work should be separated from the service if, after a period of years they 
are found to be no longer capable of further advancement, or should 
they continue to be employed as long as their work is done satisfacto- 
. at their present level? 

n 


Continue to be employed 
Undecided; don’t know 


31. The Hoover Commission has recommended that the single foreign-affairs 
service should be administered as a safeguarded career group outside 


the general civil service. Does this seem like a good idea to you, or a 
bad idea? 


Outside the civil service is— 
Generally good idea 
eS inn Gb ies nid dpidwewscnn eens petal 
bags ee don’t know 


32. What do you think would be the biggest single difficulty in making an 
integrated service work effectively 


Use this space for any additional comments you may have on the topics 
covered in the questionnaire, or on any subjects not touched on in the ques- 
tionnatre. 


VIII. Lerrer From Secretary or State TO MEMBERS OF 
PERSONNEL ApvisorY COMMITTEE 


I wish to express my appreciation for your excellent Report on an Improved 
Personnel System for the Conduct of Foreign Affairs. I have read it with interest 
and you may be sure that the Department will put as many of your reeommenda- 
tions into effect as practicable under present-day conditions. 

In essence you have recommended that the personnel of the Department and 
of the Foreign Service be placed under a single personnel system initially outside 
the civil service. You have proposed that this system be based on the career 
principle and made sufficiently flexible to meet the needs of the Government for 
the conduct of foreign affairs. 

I have accepted your basic recommendations regarding the characteristics of 
an improved a system and program. The Department will therefore 
endeavor to adjust the present Foreign Service personnel system through admin- 
istrative and legislative means to closely parallel in character the system which 

ou have recommended. Concurrently, we will make corollary administrative 
improvements within the framework of the departmental Civil Service Syste 
owever, I bélieve the emphasis on integration of the two services should 
placed on the Foreign Service and those positions in the Department for which 
continuing overseas experience is essential or desirable. Common conditions of 
employment can reasonably be applied to the personnel used to staff these posi- 
tions, whereas this is not practicable for a large segment of the departmental 


service. 

Secondly, I feel it is essential that departmental employees not be penalized 
for failure to accept the conditions of employment implicit in an integrated service. 
Rather, their availability for continuing service at home and abroad should be 
accomplished on a voluntary basis. Accordingly, the Department favors and 
will promote the entrance into an improved Foreign Service personnel system 
of departmental employees who are qualified and willing to accept dual service 
at home and abroad. Above and beyond this, the Department will endeavor to 
increase substantially the number of departmental employees possessing overseas 
experience but who are unable to assume the obligation of dual service for a 
protracted period. 
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This ——— is consistent with the ultimate objective of a fully integrated 
service. Once we have attained the more immediate goal of an improved per- 
sonnel system coupled with partial steps toward integration, the partment 
will have a more informed basis for deciding whether to undertake additional 
steps toward further integration. 

Mr. Humelsine, Deputy Under Secretary for Administration, has been directed 
and authorized to carry out this program without delay. I have asked him to 
bear constantly in mind your wise caution, concerning a gradual and considered 
application of basic changes in the present personnel systems of the Department 
and the Foreign Service. 

I enclose a copy of the directive which Mr. Humelsine has been authorized to 
issue. You will note that it embodies a considerable number of your basic 
recommendations. The Board of Foreign Service, which includes advisers from 
other Federal agencies with an interest in foreign affairs, has concurred in this 
directive. In this connection we propose to extend the scope of the home- 
assignment program considerably to permit Foreign Service personnel to be 
assigned to other Federal agencies in the United States on a reimbursable exchange 
basis. 

Mr. Humelsine is also planning to circulate your report within the Department 
of State and the Foreign Service, as. well as making it available to the press and 
to interested outside groups. We want everyone concerned to have an oppor 
tunity to read your recommendations directly at the same time that we announce 
the Department’s proposed course of action. 

Mr. Humelsine and I will be glad to meet with you and with the Committee’s 
staff director, Mr. William Howell, to elaborate on the Department’s intended 
course of action. I am enclosing a copy of a letter to Mr. Howell. 


O 








